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CHAPTER ONE: INTRODUCTION

- THE PROJECT NEW PRID&MbDEL
ozEvigvmw OF THE NATIONAL EVALUATION
‘ CAL Wswoax OF PROJECT NEW PRIDE
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THE PROJECT NEW PRIDE MODEL
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PREFATORY NOTE:

. THE FOLLOWING IS A SLIGHTLY ABRIDGED AND EDITED VERSION OF
THE TRAINING MANUAL VOLUME 1 - PROJECT NEW PRIDE: MANAGEMENT

AND OVERVIEW. THIS MATERIAL WAS COPYRIGHTED IN 1980 AND

.APPEARS HERE WITH THE PERMISSION OF NEW PRIDE, INC., DENVER,

'COLORADO, WHICH DEVELOPED THE MODEL AND THE TRAINING
GUIDANCE FOR ITS REPLICATION.
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HISTORICAL BACKGROUND

The initial support and design of Project New Pride was developed under
the sgonsorship of the Denver Mile High Chapter of the American Red Cross.
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
traditional services -- disaster aid, assistance to military families, ‘blind and
hospitalized persons, and water safety instruction — as not reaching or
particularly involving inner-city minority residents. Moréoyer, the social unrest
that characterized many urban areas in the late' 1960s com}inced the Red Cré:ss
that its wealth of resources and voluntéers could and should be effectively
utilized to serve innei'-city needs. A needs assessment, several experimental
prdgrams in a juvenile detention center, and continuous consultation with court
officials and community leaders were the building blocks for Project New Pride.

The Denver Anti-Crime Council (DACC) then funded Project New Pride
from July, i973 to 1976 under the LEAA Impact Cities Program,., In 1976,
additional funds were received to further devélop the Project'New Pride concep;: ’
and to increase the number of clients served. The Office of Juvenile Justice and
Delinquency Prevention (OJJDP) stpcrted New Pride, Inc. in its provision of
technical assistance to other agencies funded to replicate New Pride. Currently,
the State of Colorado, the Mile High United Way, and private foundations enable
Pfoject New Pride, Inc. to serve 120 youth annually.

Apart from the addition of new Stg.ﬁ, refinement of treatment strategies
'in keeping with emer‘gent state-of-»the-é& techniques, and the diversification of
funding, the organization of Project New Pride has remained essentially
unchanged. The succdlﬁss and stability of Project New Pride are the results of a
strategy of careful planning and development. Over timg', the Project New Pride

- model (holistic, multi-disciplinary,-integrated) continues to respond effectively

to the needs of the individual and community.
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. Support ‘replication efforts based on 't

serving serious offenders. In 1979
B ) ) ’

Delinem o the Offic e et
Delinquency Prevention/LEAA fice of Juvenile Justice and

- began a national initiatj

he Project New Pride model. A

for-profit agencies interested in the program.

proppsals submitted to OJIDP, 10 sites were
Pensacola, Florida; Washington, D
Island; B‘os\ton, Massachusetts;
Francisco, Frean,

selected in the following cities:
:C.; Camden, New Jersey; Providence,' Rhode
Chxcago, Illinois; Kansas City, Kansas; and S

anq Los Angeles, California. New Pride, ‘Inc. , "

-_ : , subs
became the recipient of a contract to provide equently

technical assistance to these

national replication brojects. _

From among the approximately 80 |
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m‘tegrated services for serious multiple detinguent offenders.

o
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THE/ ﬁew pmoe MODEL - PURPOSES, TARGET GROUP, ,
" OBJECTIVES, AND PROGRAM DESIGN ”

Pro;ect New - Pride is a commumty—based, comprehensxve program of

i3
M)

‘l'he Project's specific target group is ad;udxcated youth from 1410 17‘2 years
of age resndmg in ‘jurisdictions with hxgh ievels of serxous Juvemle cnmet/ These

.are )uvemles who are under court super\nsmn for a senous offense, wu:!‘i/ records

of at least two prxor convictions for serious mlsdsemeanors and/or felomes within -
the past 24 months, who would otherwise be confmed in correctmna!’ mstztutlons
or placed on probation. These )uvemle offenders. are generally regarded among
the "hard-core" 1ntractable cases ‘for whom mqarceranon is the only practxcal
answer. The New Prxde model is seen as- derlf\onstratmg a more humane and

practxcal way. o . . o

“The mode!'s major objectives are:

!
e

disabilities,. employment, and impro*ived social fUn,ctioning‘; .

e Reductxon in the mcarceratxon of youth a.d;udxcated for

v cnmu' 1 offenses; , - O

2

o Reductxon in arrests, and’

‘©

e Increased school achievement; remediation of learning .~

o InstitutionaliZation of comprehenswe and - integrated

. commumty-based treatment services for serious juvenile
offenders through ‘redirection of state and local resources
into more. cost-effectwe ct\mmunity-based treatment
servxces. : A

A

o hmeniey

These objecnves are accomphshed through- prov1sxon of a comprehenswe,
;ntegrated, and 1nd1v1duahzed system of services. A central concept of the
& Prolect New Prade ‘model is Lts holxstlc approach to workxng wzth dehnquenttv
| youth. Cr;.me and dehnquency literattre conﬁrms the conclusxon that‘

’ "desmquency is the mamfestauon of a complex xnteract;on of varxables, and that =y
1o s smgle factor can be attrxbuted as xts cause.l In order to zmpact uporu these);;a

KR

-
o
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o

problems, the needs of the "total" c!’uld must be addressed. oonsxderauon must
- be glven to the socxa) ‘and emotzonal need of the )outh in their relatlonshxps

.‘wu;n all the main "r\sntunons 1mpact1ng on his or her life - the 1am11y, peer
group, school. work, and larger f‘ommumty. The acquisition of basic academic,

_work, "and social skills are the vital steps toward establishing the basis of

"effecnve msm:utJonal relatxonsh:ps ‘that work for the youth rather than
dlscourage and alienate hv'n or her further. Overall, the holistic approach
necessxtates that the mteracﬂon ‘of all these varlables be addressed in relation to
the individual needs and abxhtzes of each youngster and in a mutually supportive,
integrated fa hxon. ‘

f'

ij’éc: New ?ride's major program components‘ are:

e Intensive Supervision: Project New Pride counselors are
expected to have contact with clients on a daily basis.
- Caseloads do not exceed 20 clients and the entire family
-is to be considered part of the counselor's caseload, The
Counselor/Case Manager is also responsible for

R coordmatmg the delivery of the Project's entire range of 3

serwces to each of hlfa or her clients.

c A,setsmemt. Pro;ect New Pnde uses an inter— .
d;écxplmasry dirgnostic’team to individually evaluate each -
Llient. Test results are combmed wzth -comprehensive
‘needs . assessrhients to determine the appropriate
treatment strategies. Four.levels of testing are'utilized
‘and are'determined by the client's needs. The. diagnostic
-, batteries. include basic.s académic and psychologxcal
screening; diagnosis - of Jlearning disabilities; precise
~ specification of learmng disabilities; and 1n-depth speech, :

language, and psychologxcal assessment.

[ ] Dm@ostx

R

Alternative Bdutatxon. Remédial education is des;gned to
decrease general educational.lag. Special education to -
youth with learning disabilities focuses on therapies that
remedxa‘tié or compensate for. specrﬁc learmng disabilities
anifested by Project clients. © In -addition, cultural
educatmn is desxgned to’ expose youth to the total
c;ommumty and is ‘integrated into both aspects of the|
Alternatwe Educatxon Component. \\

.

Employment (Job Preparanon and Placement) Introduces
clients to the world-of work through providing meaningful
- employment experxence where they can earn income for

-5
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. Critical to the success of Pro;ect New Pride isa precxse

“to publically. funded programs. .

work actualiy performed.

These placernent. opnons are
used: direct piar'ement, on-the-;ob training, and referral

. .employmem: training and career- counseling emphasu/e the

development ¢ of good vJ'orf- nabxts and marketable sl;dls.
sy
Volunteer qu.port- The extens.ve use of volunteerfs in alt
aspects-of the program has enabled Pro;ect New Pride 10

. ‘provide individualized and special services, and facilitated

the developmenf of a wxde base oi communm/ support.’

Management ' Informatmn Systems .- Provides a,
compre!‘.eﬁ..wﬁ and detailed inveniory of information that

iS used to maintain quahty control, and conduct mtensxve,
; n-gomg programmatic and individualized monitoring of |
service delivery and facxhtates program modifications and .

long-range planning.

Aadlt.ona_uy, pres e

oj'nchronization of

the.se main program elements. This is accomphshed t;y emphasxzn‘\g three

5

prlmary integrating funcuons. They mclude' < e

7

i

P

s

‘Co;nprelmtswe Needs Assessment-Dnaguostxc Servxces* P
As described above,. Pro;ect New Pride. incorporates-a

comprehensive- body of mformanon as. its ﬁrst step in

: mdxvxdual program plannmg. o

Staffing:s During a Placement Stafﬂng, the Dxagnosnc

Team and counselors collectively review all mformauon ;
% gathered on the client's: placement to the program :
components, later a- Program Staffing provides -the
opportunity for the sharmg of all infortation generated R
during the intake phase with direct service workers in :he o

program component in which the client is placed. Routine ..«

%e_pt-the
subsequent staffings assure that all the ‘expertife_oft
Pro;ect is continuously hrought 10 bear on” p&annmg and "

4;' dehverms servxces to the t‘hem:. iy _\3/ ,
duahaed Integrated ﬁewye P!annmg (ISPY: A smgle

document ‘which  incorporates -all of .

counseling, education,. employment and reierral -goals, -

. measurable objectives, and service prescmptxons provxd..s

the basis for ac*'ualiy integrating service. Implementation
of this plag is- -trionitored . clgsely - by- Case Managers.
tiirough, the ' Intensive : ;Supervision ~ /Process and withi key
trac;kmg capamhty provxded by the ?ro;ect vew Prxde
MISI. O

.the Project's /

s

1/

¥

. clients.

;”Intenswe Supervxslon process is the key.

. components are based.

Pr‘o;ect New Pride prov1des six months nf mten..xve set wcm to each clsent
- and six months of foliow-up services. - The* Proj

operates on \the basis of the
premise that an individual must learn to confront ‘his or her own problems

successfully in the commumty where the "probiems" are. Isolation of the

. mdi\hdual from the commumty may soIVe one of the commumtys "problem
o temporamly, but can accomphsh vxrtuallyl nothmg to help the youngecer. Thus,
Project New Pnde is orxent.ed toward mo\mng e:ach client progressxvely Back into

the comn‘dm‘cy "mamstre.am" with support and mcreased r'ompetenczes.

Pro)ect New Przde e'mbraces its title: literally. Its efforts are axmed at.
creatmg a feehng /;:f "new .pride” thhm its clients, a pnde long lost or never-
before dxst:o 'ered./ Although viewed as a "last chan«._e" by some, all aspects of

Project Nd.w Pr.;df‘ are criented to overcome the poor self—concept and” defeatist
attitude characte‘nzxng its clients at entry, bv ‘helping to msui a new sense of
pnde and self-werth based upon a better. understandmg of themse.ves and others,
and the real or tne world and socxety m whxch they hve. v )

S ,/..’.:’ .

r

'I‘he mam phxlosophxcal orxentatxon that guxde Pro;ect New Pride's entxre

effort is the hohstxc concept that foc,uses on “the youth as a total person. His or ‘f
her problems, strengths, and the world around hlm or her must be dealt w1th
f‘sxmul‘caneously and in a coordmated fasmon to make a dxfference.

Pro;ect New Pride has created a serxes of servxces that are mdxvxduahzed
to meet the specific and u uuque needs and interests of every ch/ent. The focus is
to mtegrate all of *hese services, provndmg comprehensxve treatment of its
Staff Heheves that intensive mdxwdwal sey‘v:ces and attennon are of
parz,mount 1mportance to maxntam the client's involvement and interest.. ‘The

One, Intensive Supervxsxon w the cornerstone upon thch all the other program

T
i
pe

7]

It 1mpiements procedures a.ssurmgv !
routme contact with edch client and a thorough management process which
l implements effective planmng and dehvery of servwes. As illystrated in Fxgurf» '
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- The pro;ess of Intens;ve Suparmsxon xmplemented by Project New Pnde . L8 g
g ‘ COMUNITY 20ARD
: evob.feo n response to the mult;-faceted needs’ exmm’ted by the pro;ec:t's clients. ; _ l 7 .
T All clients receive "intensive supervxsxon" in the form of close and routine "o . | | ' PIOJECT prResToR ] . !
" contact which assures that all significant areas of need are .dentxﬂed and o] | S |
. . < o : e ——
systematically addressed through a oomprehenswe individualized plan of / : o l il
services. . ] v
N DIAGNOSTIC TRAM LEADER | COURSELING SUPERVISOR
There are two fmam phases to the Inienswe Supervxsxon process.‘ Client | [ owemme s J'- o — pomp—
Intake, and‘the Counsehng[\.ase Management Process. All refetrals to Project { DieosTIC sEVICES [T INTEVSIVE SUPERVISICH RRHAGETENT INFORRATION |
New Pride wh ar/e accepted as chents after the eligibility screening are : B IR Ry iy e B B it ‘ . Mmah.giwle'"
ide who P gibility screening e || e, b clma R, el SRR
, assigned an intake counselor who is responsﬂ:le for conductmg a nesds o oveid sactocy § of of @ Hecqmne ead Rateszal for ‘ o Procass Evaluactom
’ - Cintirm LD . @ fervice Lndividuslizition e " i pstn ant
~ assessment interview with the chent and his or her famz.ly. This interview covers - - + ) o T o
«:. the following areas: | | B spmhay ;‘,2";::: ::.,‘:::; B I ool
: . ; ) = Speedty Beanre of L3, +  Process \ - - Syetam t-w::’-"
= ‘cap;::::‘ l::-;:“ . mtn Case m\tuu‘ C
- : y g
® Famxly Envxronment and Relations; sl Prabless ~ - m 7o, Juit ug:lu
w . « Lovdopth Spasch et Manitoring Process
® School Status; . P40 I B U S N
i o ey Sl A Coy ~ Covoum;
¢ . Employment Situation and History; RRENST X b il N / | AN T -+~ —E
h Ny . . p . . ) . . i wme s o e o . - 1 . ® Piald/Situntioneh : T T S Wn G v o W o
> ) ° Peer Relationships; o b | SCHOOL REINTESRATION | gy [ ToachING sTATT < | Comnettea vy < EPLONENT PROGRAN
b T L T o . : : ’ X . \‘ : ) i ' | R FAIITENMANCE "7‘ o o > @ e @0 Gn ow "= o B ‘ Ovjocrivee o Prodmployamt Teatat
s B ® Court Status; a ° follewes § ALTERMTIVE EDUCATIOn | ’I"’m””"“:““.‘" -— o Bireet Placomsec
N k i ) ) e L . = Sexiial Sémsativa Grelpp : - Ituesl O © Owmtheedob Tratitas
P i e  Physical Health; : : e : R « Vorattwesl Tdueriise | o soueattonet Covessiing ) - © Refatral ta Other Progeave
: ST - ~ . T Lo o = Sducational Coenseding ® Cultural Enrichment -
e  Material Needs; and , ' \ \ \ I }‘ ‘ /‘ /'
S Attitudes Toward Authority. ' S / [ DT ST e
i . . . ) . ; ~ ‘ e . * vl 1 » -_\\ 1y Vo r .
i o ‘f’lﬁe mtake counselor Is also responsible. Tor geﬂ'ef'xﬁg informationirom any o R - :3"':*- ) : :3:" emw - . y b
TR ;’cx,mmum v agmges, schools, or court ‘with which the client has been iavolved. ) : - ' | %
S " This mformatlm, aiot;g with t'ecommendanons for component placement and . PROJECT NEw PR]WE RE .
; programmmg aeeds is. presemed at staffmgs with the Dxagnostic Team and , \ SR
' members of the A!‘P anve Educéﬁ:mn and Counselmg Components. ' ) \\ F I fURE ONE o ' e k
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Upen placement in one of Project New Pride's direct service components,

“the client is assigned a’Counselor/Casem Manager, thus marking the beginning of .. -

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

. S
the coordination and integration of all project services througl}qut the client's
one-year involvement with the project. The planning and monitoring of these

services is performed utilizing the format of the Iﬁdividualized Integrated

Service Plan (IISP). 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 tov these case management functi”.is, the counselors also
provide direct counseling services to {all clients. These ser\fices include
individual and family counseling, liaison with community agencies, .resource
_brokerage, court relations, and sﬁppo;j: and advocacy in the cpmmumty. ' Th'e
counselor/case manager's involvement continues throughout each ’chent s
intensive and follow-up phases, with the expectation that during follow-up. the
client will demonstrate increasing responsibility and independence in pursgxt qf

his or her goals.

Diagnostic Services

Project New Pride's Diagnostic Services are provided by a muiti-
d“isciplinary team utilizing a level of testing agproach. This approach not only

serves to complete each client's diagnostic assessment expeditiously, but also
mékes efficient use of the diagnosticians' time, as clients procged from a
screeningjlievel of assessment to more in-depth test batteties gnly as needed.

The fi::st three levels of testing present an integrated appro‘ach to assessing
client functioning in the folléwing-areas:' Acuity, Self-Esteem, Achieygmenic,
Learningf Pﬁcessing, and Self-Report Data. Level I, § .screening b?ttery, '15
administered to all Project New Pride clients. The results proy\,ldf: l.:asxc
information on client functioning in these areas and lead to preliminary

110

e}

diagnoses of learning disabilities. Leve] II testing is administered to confirm the

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

Level ]V, 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 stafﬁhg
conferences held initially to assist in the preparation of integrated plans for
services to be delivered to each client in Projéct New Pride, and periodically
thereafter to monitor clients’ progress and revise plahs as needed. Each of the
diagnosticians is also available to the staffs of the direct service components and
the court to provide additional testing or consultation as needed. |

Alternative Eaugation

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

Tl Remedial education is aimed at providihg those clients of Project New,

Pride whé"ﬁav‘e»afauen far behind in the public schools, but demonstrate no
specific learning problém; with an alternative educational experience tailored
more to Ath;ei_r individual learning styles and interests than the traditional
classroom ‘settings in which they have been chronically unable to perform.
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4 Special education is provided to clients  for whom specific learning
disabilities are diagriosed. * These sérvices, ‘are particularly-individualized and
focus on development of more effective information processing skills. |

Cuitural education 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 assist the regular teaching stafi to integrate.special materials into

‘the educational curriculum.

Volunteer interns are also used eXteﬁ%‘ively 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 School Reintegration and Maintenance Program is designed to
facilitate and provide écntinuing support to the client as he or she leaves the
Alteinati?re Education Component of Project New Pride and reenters the public
school mainstream. When a client is referred to the School Reintegration and
Maintenance Program the Coordinator will W.O/rk t:losely with the youth, his or
_her counselor, and school officials in selecting an rappropriagg- placement and

closely monitoring the student's progress.

S

The Coordinator will first identify the student's home school and review his

or her school history. A staff meeting is held with ‘j:h‘:é youth's counselor in order
to prioritize the youth's needs and identify special program options which_wm be .
available. While the programs offered »diffe'r in each school, the km‘ain,’o‘nes
u@;&ized ai'e Alferna:tive Education, Spécial E.du«:aﬂbn, and Vocational Training. .

i
e
e
=
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The Coordinator wil] then notify the school of the s
recommend a program placement.

diagnostic and intake information it
during schoo-l staffing conferences hel

tudent's planned reentry and
Project New Pride provides all of the

has collected on the client to the school
d to select an appropriate program option.
It is th i ibili ‘

e Coordinator's responsibility to maintain a working relationship
Mmunity and to be aware of all special programs, as

the i i o
appropriate placement Is crucial for successful reentry of students

while earning | X i i
, rning money, explori~3 various vo

‘ cational field \rRi .
work and job maintenance skills. ©2ds, and learning particular

The three options within the program — On the

Job ) . ’ . o
Tr’amlng‘ (QJT), Direct Placement, and Referra] to  Outside

re each carefully designed to make the job

experience the best possible for the client and the.employer

clients are referred by their counselor and

an Assessment Interview with the client

It is determined, i ’
.aetermined, based on Interests, leve] of skill, maturity, etc., that some

of the cii o
o chent.s.are »ready for direct job placement. Others will benefit more §
an OJT position where the individual may enter . rom.

o - 2 new vocatio
advance at his or her own pace. | nal area and

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 or 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 Placement Specialist contacts prospective employers o make
_necessary arrangements prior to the client's interview. The Job Placement
Specialist works with the employer and client to finalize all arrangements and
%\‘i{)‘sure that all questions have been :ansp_ver,ed before the client begins work. Job
su:e monitoring visits are conductéd‘at‘ 1§éast once per week but may be increased
depending upon the client's needs. The Job Placement Spééialist works closely
with employefs to prevent or deal with any plaéément problems. ‘

Qutside Training Prog'rém:s‘,ﬂ an 6ption ";Seldom used, must meet the strict
“criteria established by Project New Pride in order for an eligible clienf to be
referred. The ‘Job’ Placement Speciglist is responsible f.or' determining if this
optiori is apﬁr‘opriate and for closely monitoring any client who is referred into

.such a program.

The ‘,'Projeé:t. New Pride counselor is informed regularly of the client's

successes or problems on the job. The counselor 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  ©

Volunte'etfé are reggrded as-an integral paét_ of Prvojec?//: b}ew »Pri"d‘ej. Tl'};ey
_provide needed services to Project clients and help the Projgct build a wide base
- of community §upport; There are two general tyﬁéé\\d’f:?”o,”lﬁ//ntéersv in Project New
 Pride: Volﬁnteer Interns and Community ‘:\yok’mteelrs‘. All volunteers are

il
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- teaching and counseling staffs,
~ volunteer services. '

o L St g e

screened, and

train ifi
ed for specific tasks. All volunteer assignments are designed to meet both

‘th = ' .
€ needs of the clients and €Xpectations of the volunteers.

Local colleges and universities are the

primary source of volunt i
: . ; , eer intern
who are recruited in correspondence to sch , 'S,

ool semesters. Volunteer j

i : ! ‘ sch ) er interns are
most exclusively in the Alternative Education Component, assisting wx;th
They are responsible for. and encouraged to participate
objectives and to make contributions to the overall less
given actual caseloads, but use their skills to implement
counseling objectiyes and  activities while bein

in setting daily client
on plan. They are not
individual teaching and

eing closely supervised by the
The interns receive academic credit for their

» Who are recruited in accordance with
nity volunteers is to enhance yexistin'g
e diversified array of serviceé, such as
Supervision of community voluntéérs

client needs. The major role of commu
staff capabilities to provide a richer, mor
recreational activities or arts and crafts,
is perfor:med on an individf.:alized basis.

Management Information System

- Project New Pride

's Managément‘ Information i
R 8¢ ion System i
three purposes: ™ - R | ysiem Is designed to serve

‘. | gzngrec:."ide d!'a!?id tur n',af a]ﬁd‘)f informatiOn on service
staff ag; danc ats:éle;t progress, enablirigsthe Project's overall
o SHN anagers to take appropii i
actioris when adequate servi -~ appropriate corrective
ek AU ervices are not bein dali
an individual client is ot achievi Ing aevered or
. fal a v Tra 2
 the program; ﬂchxevmg adequate progress-in

N to provide routine feedback to the Project's manageﬁient

~on the ‘effectiyeness of specific service modalities - and
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pro’gram‘ components relative to specified performance
) . - standards, enabling a continuous reexamination and "fine
; tuning" of the Project's design and operational procedures;
' and :

T R A

® 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 through remote
terminals was necessary to continue its operatic;n 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 and procedures. used to implement this feature of the system have been

‘ carefully designed to provide comprehensive information and still minimize
paperwork. The three key forms are: “

o The Needs Assessment Ch_ecklist;

® The Individualized', Integrated Service Plan; and -

e i, B AN S R

‘e . The Service Delivery Record.

Only bth;e last of these, the Service Delivery Record, exists solely for
_}pqu"’poses of the MIS. Thus the MIS requires only one "extra" pi,_er.:/e'bf paper to be -

génerate‘d 'per client per week.

Overall, the Management Inf.ormatién System is integral to the design and

, . operation of Project New Pride. T"xe Intensive Supervision Prqcess is the
ey S ~ Project’s most critical element, 1t cannot be implé,mented effectively without
the proper interface wﬁhtheMlS “T'Eﬁébﬁgh ‘which service delivery and client

sl

progress monitoring is achieved.

T
/‘?\\

i

/

e
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- Under a grant from the

" Delinquency Prevention,’ :

- commissioned to deljver

gl:\:e::n:e,wh;:lan for the provision of this assistance in

- Froject ide MIS model into op~:
replication site's needs and capabilities,

Management of Project New Pride

, e
i

carefu] planning and deve]
TN . Opment. The Pproject was im i
critical aspect of its success has. been plemented in 1573 and a

; . the attention given '
management jssues during that period ' ) 8 nmber ot

. Boal'd Dev;elopment

A i ;
» n Advisory Board performs severa] functions
program on community perceptions,
review and evaluation of the p

“ It provides input to the
needs, and concerns» It also assists in the

: rogram’'s effectiven :
en . L Ness and facilj
generation of community support. Project Ney Pride i ates the

c . .

epnesentatxves from the academic community, the
programs, community-based corrections,
aggncxes, private citizens, public officials

lesal profecci .
¢ legal profession, community
t Py . /:.(’
he business community, human sarvice
» and youth. p e

While their selecﬁon has bee

. n based in yart k : - “
 influence in the'c ommunity, An part on expertise, knowledge, and

commitment to the .
v . program philos
has been 3 Pacgmount, consideration. ; Philos

requnsibility be clgarly defined and tha

" . ophy and intent
t Is essential that the Board's roje and;

t an agreement of trust be established.
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onshl emle Justice Agencxes o
Relati ps with Juy s | s
' ' nd

Arrangements and relatlonsths developed with local )uvemle courts a

's success. They cr)ntrol
probation departments have been m'tegral to ‘the Project

es used which -
the referral of eligible clients. - There are some common practxc :

are as follows:

frequently with court
' s and staff need to meet
- {;A:r';zﬁre\xel during the program's design, lmplementeuon,

and on—gomg phases, ‘ /

@ | Ob)ecnve input should be honestly requested and open]y =
received; and | [

/ N

1y benefrmal
' hieve 2 sapporhve and mutua :
° rG:l:isxor::m:c should be estabhshed, iolloWed, /«and

monitoced.

. Management's and Staff's Complex Role

ment of a
The Project Du'ector serves a complex role in r.t' : age o
ble for mamtaxm
Management is - responst
comrmunity-based program. " of !
tegrity of the pro)ect desxgn and relatxonshrps with veﬂous agenci t :{e
. re ex ens
')uvemle ]ustrce system. Both tasks are equany demandmg and reqm

? ’

Sy S
in the use of a sopmstxcated MIS, but a‘so should be all y St

y 22

*thh outside agencies that have a dlrect bearmg on. dex y

Y

e o o
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9" d]ect management must also De sensmve YD envu'onmental conditions

and characterxstrcs of the referrai process. The c:ommumty and the juvenile

/ L 'ustlce system play a critical ro.le in project 1mplementatlong The success or
faxlure of the program is determined by 4 number of outside events: community
. acceptant"e of the Pro;ect New Pride concep‘t, fluctuations in the juvenile crime
probxem- emstmg resources whrch treat eligible juvenile offenders; juverile
~ justice system acceptance of the Project New Pride congept; the srganizational
- ability of the juvemle ,\usnce system in making referrals' the number of eligible
juvenile offenders; changes in 1eglslanon which impact client ehgxmlrty, and
other factors. All of the Tactors listed above are external events which can have
negative impact on p,_ro;ect operation. Obviously, since Project New Pride serves
adjudicatedudelinqdents, it must maintain excellent working relationships with
the juvenile comrt and all of its ofﬂt‘:ers, and it is also critical that relationships
' wrth prosecuitors are well estiblished and project. persom':eJ are respected for
their abxhty to work with the target population. The community at large must
“alse be;frnvolved, utilized, and brought "on board" with the program to make &

work most ei:tec*,we y.

The Pro;ect New Prrde model is an engmal corzc:ept~ It uses 2 r‘omplex and

highly mtegrated service delivery system 1o meet individ dual needs. Its holisticy )
approach reouxres the use of an experlenced, professional staff whose expertxse .
must be geared and coordinated to meet the individual needs of each client. Thxs
can be accomphshed only threagh the extensive exchange of information

bntween staif and between staff and management. However, tb,e sheer

- magmtude of data couected on a single client further complicates this task,
Therefore, 11' is essem::al that the MIS be used 1o effectively manage-delivery. of

v servxces to clients. This system movrdes critical information in an easily

e T N TR T

understandable format and i zn\raiuable in the decxsxon-makmg process.
7 hi m v N
The target populatxon served by Pw;ect New Pnde demands that a ighly

kxued professzonal staﬁ is employed.; Addxtmnally, the 1ntegrar,ed servn:e '7«‘
s

,/,/

// } & .
Pro;ect menagement must, ,eiso actwely pursue resources to mstxtutxonahze
~the progrem after OJIDPs” seed( money is termmated. It is essennal that this

AR R

S Sy

: prqpcess be initiated from the very begmnmg of the pro;ect. Most courts are ‘ h
% © " instances, and - this i tum f commumcatmﬂ and the dexeganon °f*\ : o so#newhat wary of federally Iunded efforts that raise expectanons and dlsappear {’;
1 approach. The neec for clear hnes " lement these lines of - S w} hen fundmg terminates. - These concerns can be alleviated if a solid pxan for o
. specific tasks cannot be ovetemphasmed" “Yorimpie a regulal‘ basxsﬂ e e -

i commumcaw’n eiiecnvelys the Pro}ect Director must meet on ; A

t board.
with supervxsory staff, and the comn'rum y

/
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| ‘ ‘ OVERVIEW OF THE MATIONAL EVALUATION
. o | lvement E ‘ '
g , ; s developed. This is also an area in which the invo . § . o N
ms‘m“m’“al ! | blp Management should define for the Board its ‘role ’3 - - During’ 1979, NIJIDP supported a proposal competition to design an
oA invaluable. i ; : . o A . ; o : .‘
' of the Boal’d i esourcess’  The Board assisted by management, , - i evaluaﬂon”‘study of the New Pride Replication Program. The design, established
' necessary r € ’ -8
; in ciewelopmg the Y trategy w0 achicve thxs ob; ective. | by somﬁﬁogxsts at PIRE and accepted by NIJIDP, took as its primary study
i v long-range s 7 »
: shouhi then @avelap 3 long g s a4 . cbjectwe the task of asc»rtammg the. efiectweness of the New Pride Replication
’ e % ' v - Program in ;;ducmg delinquency. In essence, four questions were posed:
& 4 “ Lo el o .
, ?ra;ec.. New Pndes Sur'. : 1.  To what extent and under what conditions of community
: ‘ : ‘ S ; ~ support could New Pride be replicated,
b ' ess is directly g !
lysis,- the basis of Pro;ect New Prldes succ : :
; n e f’nal gy f it mghly professmnal staff. Job descriptions or 4 © 2... What were the client and service issues- whxch emerged
=, attmbutabie to the work of its. * . d during the replication: program that could be used to
B procedural axplanations are somewhat madequate to describe how to work with ,; refine the New Pride model,
rhe typlcal New Pride chent. These youth have long hlscones qf fauures, Q ﬂ . 1 What kinds of servides were most effecnve for what types
o opportunmes ‘denied, underachievement, dxsappomtmem‘,ss famxly problems, and ’ f% , ~ of youth, and under what conditions, and
»‘ difficulties with the juvenile justice system. Consequenti’y, it s essaatlal for the* " o % : o - 4. *. Were the youth who were accorded program servicesdess
. " ommrtted t@ workmg thh thxs ;arget group‘ i -~ 7 : prone to persist in delinguert offense’ behavior than were
staff to be extremely ¢ | A e .+ . members of compaéable groups .of youth subjected to the
2 e : T PR traditional = procedures of secure detention and
& New Pride's management recruits personnel who have the personal. and» o S o ccmmxtment to correctional 1nst1tunom’ Vo g
; ,socxal skills that are necessary to relate both to the clients served and to °=ﬂef P T M = MO e o . ‘ , |
’;;, : o . professmnals. Although the staff has the ability to relate to individual chents, o e o . Add;tmnal questions to be addressed concerned program effects on: the
5 / | - they do not o\}erly idertify with the youth, and are quite capable of maintaining . academic achxevement and employment experience of clients; the procedures
© the required professional distance. This characteristic is essential because the | AT ~and pereonnel of the Juvenﬂe justice system; leaders of other community
;R R sttt has to face disappointments, for every client cannot. succeed. Project New Sy R agencies that 1mpacted the lives of vouth- and on the community's youth service
L " Pride has been for’unate to have an extremely conscxentxous, organized, and =3 Tt b network. The design’ also called for an examination of program mplementatmn,
. iflprofessmnal staff. The credit for New Pride's exemplary achsevement belongs In a ? g L “ith spemal a:tentmn “to_site-by-site variation in environments, facilities,
. large part to the staff for thexr efior"'s- - L o staﬁmg, ;cimcal "uppnrt, and programmatic emphases on various cnomponents of
. % b the New Pride nodel.
SO 1 . To ansW’gr the major ,guestion. of programi effect on the offense behavior of
- clients, the sf'hdy designf incbrporated/ two principle elements. The first was the
T - use of the strongest (z.e., the most conclusive) comparative design permittad by
- e ,~ P L e . the struc"cure of a model program designed to treat very chronic and serious
t} . - s = 7 77 offenders. (An experimental design with a randomly selected control group was
7 . ,
e g notff_easx!;le given size limitations of the target population.) OJJIDP 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 thg development

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

‘} démographic, atthudinal, educational, and family status character1sj:;cs of each

‘ ' : . ymiplaints
pfograi‘h client; the source of referral to the program; all formal‘ compl@-

together with the most serious offense in each c:iminal evgnt; the entire prior

| record, including dispositions, of both status and delinquent pffenses; and follow-

up data on all petitions/indictments and adjudicationsf‘coq:{;cnons subsequent to

. 'peogram admission.

In additidn, qualitative data were to be obtained 'permittin‘gg the
\.Chafa?;te:'izatien, of each préject with reference to glerrfents ?ssumef:! to
‘iacilitate%gf"\impede imﬁiementation gf the New Pride holisnc': sgrwce del.u{ery
system. This information was deemed essential in order to specify the vco?dltxc.::; v
under which the program could bg_:;replicated, and the degree of success wxh
which various program components of the model were implementefi. Thus,t »e
natior%al evaluation effort was designed as a comparative ,..study with a \fxev; to
specifying the contextual problems that sbould be taken. into a.c?ount if ev:
Pricie was to be successfully launched and institutionalized with non-federa

funds. |

Information provided iﬁ the program guidelines was explicit in p:'e‘sen.ting
the character and thrust of the .evaluation study. Local researgt: objertives
included those related to client impact. The study was 'des'xgned as a
comparative examina‘éi@x of the conditions under which the New Pride Program

fostered a reduction of the offense behavior and the incarceration of youth, and

¥
ir acz ieve: i : er
an increase in their academic achievement, employment experience, and oth
4 e . ‘ ] . w:_s.; Tl to
beneificial outcomes. This required the acquisition of uniform data elements

TR

scross the set of diverse project sites, each varying Wwith respect to data
availability and access. As theﬁorganizatic‘m”coordina‘ting thie evaluation s.t\fdy
and conducting the coﬁmparativ.é analysis, PIRE was responsible for obtamxng

N ' 22

from local 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 evaluation 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 obliged to accord highest priority to the data requirements of the
national evaluation study. This meant, in efiect; that the design of most local

evaluation 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 own 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 bjg executed by a single command when the relevant data.
files were selected. ;

- To meet the ijectives of the national evaluation study, PIRE had to
monitor continually and closely the data collection and

<omputer entry work of
the local research staff. The major axis of communic

ation was, consequently,
between the 10 local eva;uators and the national team at PIRE. The line of

-~ <ontrol and authority, on the other hand, ran from the project directors to the ‘
local éi)aiuators. As OIUDP began emphasizing the importance of New Pride
résearch to the projectx directors, a situation was created that provided an
ﬁnﬂsuaﬂy clear environ;’nent of support for evaluation. |

A few prbbierﬁé in cdnducting the national evaluation study deserve
~mention. The challeﬁge of the task in establishing a complex program like New
Pride at multiple siyies was Initially little appreciated. Very little start-up time

1-23
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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 competitive bidding process to renovate existing ones.

Failure to provide time to resolve start-up problems affected the
evaluation study'a‘s 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 character and quality
of available data. The concern here was with;both program service and client
offense data. The difficulties were exacerbated ‘
revise ithe national data collection forms and computer formats several times in
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
datia required to examine the comparative effectiveness issue across the range of
client characteristics. _and program components. In all, 22 data sets were
necessary. In order to assure the uniformity of the information and to maintain
quality control, these data had to be ceritrally procesEed. 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 shdrtly
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, OJJIDP, and the replication projects were unfamiliar with
the implementation and operation of network-based data §ystems, everyone
initially believed that the system would ’emerge instantaneously, fully formed

1-24

‘Yo seginning by. the need'to

Specifically, the Steps involved in the initial

the Replication Program were as follows: =stablishment of the MIS for

1. Feasibility study
2. Requirements analysis
Hardware ahd software s-election
4, Preliminéry MIS design
MIS pilot. testing in multiple settings
6.  Design review and revision
7. Design acceptance
3. P;o_gram coding
9.- System testing
10.  Documentation
11, System accepténce
12, Training of trainers
13. Local evaluator training

14, System operation and maintenance

clients to management.
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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 fully 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 lozai and the national level.

A

The National Evaluation of the.New Pride Replication Program has been
unique because of the comprehensiveness 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 reasons were that:

1. Detailed records were meticulously kept on clients'
backgrounds, services, and outcomes.
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2, . g::;s;dr?ﬁ:rds wer’ef Ie,lubsequently checked, .coded, and
0 a carefully constructed computerized
system attached to one of th puterized data
- . e | .
computers in the United States. argest mainframe

3.  There the records were monj k
)| onito
and the files. merged for analysi;?d, cleaned, and Updated,

4. At the analysis stage i
he an 8¢y 166 new variables were cr.
spegmc kinds of analyses in addition to the 218 g’a:: ?vi‘:;
use: _frorq the raw data files. These new variabl
combined information from two or more files. =

5.  Follow-up of the official r
: i _ ecords of all project
: c?n;parxsgn sup)ects involved uniquely tll)\or]oughygggl:cigg
of both juvenile and aduit court files. These searches

were conducted every si =6
1981 through 1984. Ty six months from t_he beginning of

6'; All clients whose records were analyzed for the final

report had at least one year of follow-up after 12 months

 estimated in-pro i
years. P vgrarrla experience. Most had two to three

7. :’hg comprehen§iveness of the information collected was
ssisted and reinforced by a uniquely concerted effort

towards that end on_the part of
program monitors. part of both NIJIDP and 03IDP

The following table demonstrates the comprehensiveness of the New Pride

data base. It describes only the data files usvzd in the analyses presented in the

final r ' i

l report. | There were many other files used for client tracking and
mangement miormation that were not targeted for aﬁalysis
schedules of individual curricula,

client names and addresses, etc.

These include
Service provider and service capability files,
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Evaluation Records

| Records

i ords Variables - Variables
Date Flle TOtailn 1;?120 Analyzed in File Analyzed
Client Demographics |
Cases referred: 1,699 ul 3
Cases opened: , 1,355 1,167
Comparison subjects: 1,220 724
Intake Survéy 1,038 | 870 47 35
Client Characteristics 1,119 937 15 13
Test Scores 96,471 87,587 8 4
IISP Files 19,825 16,602 10 6
Objective Updates 16,083 12,578 3 6
Employment 1,105 \ 967 29 27
School Status 2,119 1,786 238 | 25
Service Delivary 250,573 202,090 11 . 7
’ Juvenile Histéry ‘ .
| Client records: 13,302 12,283 17 8
b omparison » ;
S subject records: 11,059 9,717 |
‘i Offenseé
1 Client records: 15,502 11,589 7 5
i Comparison .
; subject records: 12,900 |
Exit Survey’ 559 T 503 64 so
/ Termination Form 1,142 1,035 : {-‘19 4
g
Replication Totals 447,067 360,435 208 - 21_8‘

R T R R R R

by T

3 Pride model on the recidi

. of organization, analysis, and presentation.

R B R P S W S ot s

- Each of the elements of the New Pride program was examined in relation
td\e‘very other element according to the following model:

g5
[ohs

Client : LD Treatment

‘ N Secondary® Primary
Characteristics —p Diagnosis —» Plan ————» Services —+

Qutcomes -»Qutcome

As nearly all of the data files had to be merged to study the impact of the New
vism of youth served, the work represented a challenge
Because of the comprehensiveness of v

the variables used in the generation of this model, we were able to intelligently
answer all of the questions related to client impact.

o’

¥
P

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 legxtxmate opportunities,
depending upon their $ocio-economic status. In societies such as our own, there
is a great cultural emphasis on monetary SUccess for all and a social structure
which unduly limits practical access to approved means for many. This similar
cultural ernphasxs for the wealthy and the poor combxned with dliferentxal access
to opportunities sets up a tension toward innovative pracmces whxch depart from

accepted social norms.

Ohlin and Cloward (1960), building upon Merten's theme, suggested that

efforts to live up to these universal social exp'ectations often entail profound
frustration, especially under conditions that preclude the legitimate achievement
of socially/ approved goals. , Devxance, including law. breaking, ordinarily
represents a search for solutxons to problems of adjustment. Alienation, which is

the withdrawal of attrxl:,utmns of legitimacy from established social norms, isa

necessary condxtlen for deviant solutions to also be delmquent. =

_The partlcular form that social devxance may take is at least partxally the

' result of the alternatives present in the env:ronment. Whether or not thereare ..
legitimate, illegitimate, or no opportummes in a cdmm-- ity ‘Getermines “the

cultural manifestations of cnme. Struc;we” I
solutions emerge dependwg on the- relatxve accesﬁxbxhty of illegal means. In
turn, this accessx,.;mty Yo 1llega1 means is determmed by the degree of

integration of age levels of offenders and the degree of 1ntegratxon of
If no structured

{ternatives for delinquent

conven entional and criminal values m the social milieu.

_ alternatives are present, the frustratxon is hkely to produce aggressxo.:.

L Because of a lack of legltimate opportunities, persons in the framework of
lower socio-economic classes are unable, in terms of cher achievement or the
disciplining of behavior® necessary for achievement, to acquire the symbols of
success of the wideg society. 'As a result, young persons are exposed to mwdxous

1-30
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judgments of those who represent and exemplify the notms 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 availeble to youngsters in this situation is to reject
the imputation of inferiority ‘and degradction by emphasizing those traits and
_activities which dist‘.nnuiSh them from these carriers of middie-class valuss: - The

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

the youngster in a high-deliniuency area to his devaluation arises because of the
fact that the success value, common to the whole cuiture, has validity for him

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

other acts of defiance are dramatic denials of a system of values which the
delinquent has internalized, 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 mxddle-class culture, but by the nega‘ave
self judgment as well (Kobrin, i966). '

When a person is faced with a discrepancy ‘between his aspiretions and his
achievements, failure may be attributed either to elements external to himseif
or to his own faults. If he attributes failure to the secial order (injustice,
inequality, "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 who have been led to
expect opportunities because of their potential ability to meet the formal
established criteria of evaluation and to whom mulﬁple social barriers to
achievement are highly visible.

Earlier researchers did find a large discrepancy between aspiration and
expectation among delinquent populations when compared to non-delinquent
controls (Spergel, 1966). Merton suggested that this might be caused by parents'
unreahsnc success goals which they, havmg failed, hold out for their children.
The high aspirations ‘that have 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 groubs ‘may be confronted by
failure in the inadequate opportunity structures available to them. A major
intention of the New Pride project is to i'educe the disérepancy between
aspiration and expectatioﬁ by providing educational and work experiences in
which the individual client's successful ékpeﬁences are maximized.

Spergel (1966), among other researchers, found evicfien;c;i'ﬁ' support of “Chﬁ

theory of differential opportunities in field research. According to Fagan, e_rt:,:aif.
(198 %), "Empirical tests of strain theory are generally supportive, indicatihé that
these hypotheses explain as much as 30% of delinquent behavior (Elliott and
Voss, 1974; Brennan and Huizinga, 19750 1t is logical that if resources are in

“short supply, the individual would be driven by his aspirations - which",(in'_f:s‘;o far

as they reflect basic wants, are fairly inelastic ~ to accept substitutes; It is

difficult vto—‘?‘ﬁi"\cover, however, just how differential opportunity acts to produce

crime or other symptoms of social disorganization. This factor is interwoven

_,y;ih"f-o the fabric of people's lives in a fundamental way, but a way in which it is
© .difficult to isolate from other conditions, such as family disorganization, which

may themselves be results of financial. difficulties traceable to the social

structure.

In the provision of a multiplicity of services including education anc,l;wdfk
experience, New Pride is designed to forge a path (bridge some of the diétance)
between clients and the legijtimate qpportunity'structure. New Pride represents
an attempft to bring client expectatiqgg i terms of carcer ,éhoices and future

' earning power more in line with/their aspirations. If such services are

successmyuy delivered; part;ci‘pié{ion in the program should stimulate a better
goal origntation, a greatet sense of self-esteem, and a new belief in these young
offenders that they can make a better life for themselves using legal means.!

@
W

A ‘Educators have argued a similar rationale for the provision of special
/ programs to underprivileged youth. "The importance of producing an;
. environment which increases academic skills is that successiul
. achievement of educational skills will serve to.re-instate in the drop-
out or potential drop-out a promise that he.can.be.'normal!. 'Normal' .
- in this case means that he can be successful in an area where he has——
/. been previously unsuccessful. Furthermore, this success will provide
/~him with a means to re-enter the mainstream of adolescent world -
# ~ the school, and the choices of opportunities to follow (Staats and .

‘ PR e LR A s

Staats, 1965:40)." 1-32 o S
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- (unskilled labor) relatively dispensable to society.
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o Delinquent y‘oungstefr‘s» are consistently characterized by low self-esteem.
The)f ‘are iygﬂvjenjcly suffering from social and psychological handicaps of
considerable magnitude. ‘;‘;F.'hile advanced technology has made younger workers
relatively dispensa;ble- as'affsource of productive :'1abor,. it has also rendered the
types of occupations in which these ycunger‘-wérkers are qualified to perform
Changes in the educational

and ’occup‘l_a.}tvionél patterns have incneased the demands on young people to

conform, t6 attain more formal edudcation over a much longer period of time
th . R B . : ;
an any era in the past. It has also Proportionately heightened the frustrations

of.’ those whiy feel that they have failed. For this reason -one of society's major

problems is the question of how to keep the losers’ playirfg the game. For this
b

ad -
dequate rewards are needed. The reason for the emphasis on education and

:JOl’k as treatment corp,ponents in the New Pride program is that achievement in
oth spheres has begn Seéen as essential to status in mainstream societ'y. . The

_youngsters involved must be taught not ohly how to read, spell, etc., but more |

importantly, that they CAN.

To acfzomplish these aims, certain assumptions are relevant to‘)*the New
Pride model: | | .

- ®  Most of the youngsters concern e ali -
and from o JoU g et ed arg alienated from a student role

° Most are nctsjalienated from the iﬂd i »
¢ Shoa are Strodtbenn, torg © E‘;‘ea of educaf:lon (Spergel, 196¢;

<N . Most are positively oriented towérds' work (ibid).

@ The program must produce and maintain subSianc:
R i ‘'m : .
without going to school. ¢ Mmalntain substantial education

® The program must have an i ' ’
~ ‘he program extraordinary  capacity
_ l1;:;:ixb\r1cluah::atmm (the youngster's ability leve] mu{:t be pdeté):{minf:c‘i‘
forehand and the materiais provided at his level). . '

. —-“2Xperiences are necessary.

° Constant _encouragement and successful work and edUca@ional -
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" more successfully.

pubhc school system does not represent
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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
based. Consider jedtfcation. Specifically, improving academic skills (the
immediate treatment objective) is viewed as a means for improving regular
school performafxce, which is postulated to increase a youngster's chances m the o

system of existing opportunities-in which he or she. is: now equxpped to- operate

behavxor, thereby lowermg the subsequent risk oi: recxdwxsm, T

I the program does in fact achieve-its mﬁ‘xal ob)ectwe of improving

' __acauemic skxlls, m this sensé’it is successful. Assum on the other hand, that

mprovement in academxc skills is: foﬁowo i.bya reductron in recidivism only for
youths -who rmproved substantlally, to ‘within two grades below their assigned
grade level in. -school, but tnat it does not result in fewer addxtxonal offenses for
youth whose skill levels represent a deficiency greater than two ye*ars, ‘In this
case; we have theory support, program support, and we know what todo. |

If academic skill improvement is followed by a reductxon in rec;dlvrsmx only™ s

for youths who do not return to public school, either the theeryw wrong or the
*ﬁeaﬁmgful avenue to existing
structures of legmmate opportu-ffty “Ie work experience durmg the term of the
pro;ect 1s follmbed by a reduction in recidivism, with those still employed at

it foﬁow-up showmg the greatest reduction, there is support for the theory in the

area of work. That is, work can be seen as: an ef*ectxve means by which youth
are hnked to the exxstmg legmmate opportumty struv“ture.

ar .~«' o
Tt o7

If neither work experience nor academrc 1mprovement are assocxated wm_,;;,_,.,.,. e T
~a reduction in recxdwls N, and if the programs are successf 1 4 pﬁowf dmg both,

ISANETSS

we have .a. case- of program sx..cce S and theory ;azlqre. . The most global

prehmmary findings related to t.heory vahdatlon show m1xed results at the =+ T

present time. e - : : i

o / ; |

. 13 ,
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In turn, this should reduce mvolv...uent in delinquent
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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: "

e To develop information regarding client and service issues
which could be used to r»ime the New Prxde model;
® To determine under what,ic;ondmons the program may be
implemented in different types of jurisdictions.

‘ | . : a ' * To develop profiles of the types of youths served by the
CHAPTER TWO: THE RESEARCH DESIGN | pro;ects' and

: . o o L . To document and assess the develepment, implementa-
‘ . d
D ITS IMPLEMENTATION : : \ | - tion, and results of the projects' ‘management/self-

evaluation components.

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

7
1

various kinds of services have differential impact ac:coming to the types of youth
being served and the individual needs they bring to the prujects. For this reason,
considerable data relative to the development of mdmdual treatment was
generated, stored, and analyzed by means of a computerxzed data system
H » . R _ o ‘ ‘ o ‘, R ‘ ~ adapted by PIRE to accommodate information fmrn different c.;txes and multiple
o - : - ‘ jurisdictions. ' |

R T SR

S - | ‘ : o B IR . The aggregation of data related to types of youths within given projects
o ' | wE | was important to understanding many differences across the various replication L
; : o . e : : S o populqtions." \ Usihg sophisticated data analysis teehniques, several kinds of ‘

v ! o S R ’ . - - o - profiles of the serious juvenile offenders served by the replication projects were

.ﬁ
o
.

o 4 - | ‘ S S S generated. These profiles; because of the cumprehensiveness of the variables

| ' ' o used in their generation (e.g., socio-ecgnomic, academic, behavioral, etc.) ‘ i

provided the input for an analysxs of whht works, for whom, and under what

EE : _conditions. Several mtem‘étmg and unique findings from this analysis provxde

| R | . S - ‘ IR O . mvaluable ‘aé‘m‘i%gggs/ to the . growmg body of scientific knowledge regarding
| o B | SRR (S E IR ,Juvem!e offenders and their treatment. -

o
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Eac\ﬂ\i replication’s implementation of management-oriented, self-evaluation
plans were documéﬁfed, PIRE examined the information output from the MIS in
relation to the services aﬁd‘“pmcgdu:es being pursued by the program. Given this
output in cornbination with inter\;iéws 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
j-uvenile justice system, other youth agencies, and key decisior;-makers within
New Pride communities. To address then'i the national evaluation included an
intensive juvenile justice system, youth agency, and key decision-maker study
which focused on evaluating:

9 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 organization of
parts of the juvenile justice system changed' during the
project's Federal funding period;

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

° the extent to which projects were able to secure
continuation funding from sources other than the Federal
government; and

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

Recognizing that the funds available for the national evaluation were
insufficient to provide in-depth ;‘,‘issessments at all replication sites, OJJDP

selected a three-site set for intensive evzluation. 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 remaining

sites. Its goals were:

2-2

® to dgterfnine t.hg impact of the project on the
organization, policies, and administration procedures of
the juvenile justice system;

® to detgrmine the impact of the project on other public
and private youth serving agencies in the community; and

® to deter_rqine the impact of the project on the attitudes of
key decision-makers towards the community treatment of

serious 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 collecied 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 obiectives:

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

® to develop information on level and types of services
: providads

®  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 dete}-mine 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
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RESEARCH DESIGN SUMMARY

The avaluation 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

computerized Management Information System.

The remaining four objectives - concerning the impact of the project on
school achievement, the rérﬁediation of learning disabilities, and employment; its
impact on rates of recidivism, the 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. Furthermore, PIRE continuously integrated the results ifrom
individual projects, in order to study inter-project variations and provide a
program-level perspective on the initiative. '

Process 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 PIRE studied the influence of the New

Pride project model on the pattern of outcomes (clients'served, youth employed,
|

and crime prevented) that occurred as a coﬁ{sequence of program
implementation; in the process analysis, the way ml which this pattern of
outcomes: became established was the central issue. q?uaiitative 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

2.4

R

developed, operated, and attempted to become institution

i RN alized b
period of Federal support. eyond the

jod of Fed In the process evaluation, PIRE observed and reported
the similarities and differences which existed in and

as they responded to different external and internal
site. |

between replication projects
contingencies unique at each

System Impact Evaluation. This design addressed the impact of the
replication projects on the local Juvenile Justice Systems (333),
serving agencies, and on the attitudes of key decision-rnak
Kansas City, and San Francisco.
collected at two points in time.’

on private youth
ers in Providence,
It called for longitudinal panel data to be
The first 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.

2-5
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CLIENT IMPACT EVALUATION DESIGN

The evaluati.on examined all of the outcome variables from a dual, yet
integrated ,;ind complementary, perspective. The first of these approaches
examined the differential outcomes of sub-groups and sub-types of the
experimental subjects only. This part of the evaluation was an internal analysis
of the juveniles who recféi,ved the services provided by the program. Its results
are described in "The Impact of the New Pride Model on Client Qutcomes." The
second part of the analysis was external in nature and compared the
experimental subjects with the members of the comparison groups on various
outcome measures. These results are described in "The Cémparative Analysis of
Recidivism. While these two parts of the study were logically distinct, they
were closely related énd were designed to provide a complete assessment of
program impact. In combination, this dual approach allowed an evaluation of the
overall impact of the program as well as the diﬁerential\ impact of the project

for youth receiving treatment.

The study was based on three groups of subjects - an experimental 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 comparison groups had a similar data set,
with the exception of the information on diaghosis 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 followed 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 eligibility (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

2-6
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Client Characteristics. S
eristics. Since the most complete data set was collected for

the experi j i
perimenta] subjects, this discussion is confined to thjs

being. Cli -
8. Client characteristics were measured in two general
characteristics and criminal historjes. sreas -

basfc information relating to age, sex, e
Soclo-economic status, and kindred
data was collected in this and other
and files across the replication.

variables,

areas by means of identical format in forms

The second component of the
histories. For each subject data was ¢
petitions indi i

and/or Indictments, updating all files every six months

informatio '
f .n, offenses were grouped into those that occurred bef
alter the intervention of the prograrm it

the number and types of offenses for whi

referred o court, this information allo
offenses committed.

Diagnostic Cai:egg i j ‘
ories. The second major block .of information collected

Was that of diagnostic Categories.
tested and interviewed each individ

client characteristics relates to criminal
ollected on al] arrests that resujted in new
Given this

¢ during, and

inCe we also had aj] available data on
ch these young people were arrested and'
wed us to measure the seriousness of the

At the onset of the program a diagnostician
ual referred to the project. During this phase
the Woodcock Reading Mastery Test, either

intervi _ On the basis of thi i
and an interview Procedure, the areas of relative str s testing

each person were defined and a

group for the time
demographic
Ig the former, we were interested in the
thnicity, educational level, family status,

Comprehensive and comparable
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that substantial gains were made by the New Pride cl

lﬂ'eau“ell i the
treatmen . W el . i the t‘O'eC ts
' i rson o L]
Y y t n m in the l. the co
b

treatment was also recorded and added to the data set.

s D, i s e @ 57
e recommended on the basis of the diagn .
ot pla::et::ctwr::o:'edata cluster involves the ac;tual tr.eatment'prow:\ji

e Pl‘og"a'-“’ It should be clear that an underlying assumption 10 this par

oy e pl.c{ect.as that there might be discrepancies between the plan thatb: a:

- a“alysje: and the one that was implemented. This discrepancy could 1t

Fe e e direct] ns ~ either the addition of treatment elements 1

sither & ™ d‘fe‘::;: deletion of treatment elements originally recommended.
ne o

' o jces that the
T smplish this part of the data collection, the actual services the
O aceo . ] - : H asis covering 3
outh recuived were recorded for each subject on a dall: 'b- these included
ye - | . i ivities. Again,
3 i nt in various activ )
amount of time clients spe 5 ral subjects
a‘m‘:al hings as attendance at the alternative school and the g:;ne . oriles -
suc thin - R o . o 5 ca
tudied egméloyméhf counseling, family counseling, €tc. (over °#
stucieq, , ' i

all).

A i ctual service
In addition to noting the presence of these elements in the a e
‘ i asure
! their intensity was also of interest. Intensity was me e e in
an S vas r
. "bl s as service frequency and duration as well as the num
variable ‘ =
attendance and the distribution of those days across time
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Another dimension along which the clients varied was that of total
exposure to the project. For a variety of reasons some clients completed the
course while others dropped out at various times and for various reasons. The

times and reasons for termination were recorded for all clients and this
information built into the assessment of prograrm impact.

Review of Elementis in the Model. Thus far this report has described tﬁe
kind of information that Vwas collected on-each of the experimental subjects.
This is a good time to recapitulate. For the experimental group members
detailed information was collected in each of four general areas of concern:

client characteristics, diagnostic categories, recommended treatment plans, and

actual treatment experience. Within each of these general areas many discrete
variables were measured.

The client characteristics focused on comprehensive demographic

characteristics and criminal histories, including the iumber and type of prior

arrests and the seriousness of the offenses. Diagnostic categories included

information on the results of the testing and the counselor interviews that were
conducted. The recommended treatrent plan contained information about the

service plans that were recommended by the treatment staff as a result of their

diagnostic work. It included information on the elements that were

recommended for each client, as well as the recommended intensity of those
elements. Finally, the actual treatment given to each client was also measured,

using the service delivery records of the project staff. The clients' total

exposure and continuity of exposure to the program was measured, along with
the treatment components that were received.

The. information collected in this part of the evaluation provided a rich
background against which to assess and interpret the outcome measures. It also
provided detailed information on what happened to-these clients in the program,
in terms of desired treatment plans and those that were actually implemented.

2-9
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Qutcome 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 Pri;{e pfojéct 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. Accarding to the conventional view,
if the New Pride replication program was to bg,y}‘iewed as successful it should be
able to demonstrate a reduction in the amouﬁt of crime committed by youths
served by the projects. Although this seems l‘:fike a simple enough goal, it is in
reality an exceedingly exclusive one, both in té%ms of actual achievement and in
terms of scientific measurement. Nevertheiessﬁ, recidivism was taken to be a

primary outcome measure.

The other outcome measu{*es were viewed as being of a secondary nature
and were seen as intervening 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 gdgl of any
The second is 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 improvement in educational

delinquency treatment program, which is the reduction of delinquent behavior.

— - attainment or learning disability remediation and it may be only through changes .,
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. Second was an internal analysis that linked the ou
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in these intermediate variables
Because of this status,
the impact éva.luation.
impact of the program in bringing about chan
in the same fashion as
example,

that changes In delinquency can be observed.
the Intermediate outcome variables played a dual role in

ges in these variables was assessed
changes in delinquent behavior were assessed. For
the data were examined to see if there was in fact improvement in
academic achievement or employment status.
information in this manner,
could be evaluated.

By collecting and analyzing the
the impact of the Program 'in each of these areas

‘ o In .general, the assessment of the impact of the program on these
Intermediate variables was conducted at two levels, ;

‘ The first was a general or
overall evaluation in which the variables were exa

mined for net gains., The
. ; tcomes to the treatments
Imposed so as to test for treatment effects and non-treatment éffects

After the evaluation of the impact of the program on intermediate

outcome variables, these variables then became a part of the overall evaluation

model in order to assess the impact of the New Pride
outcome measure. In this case,
variables was used to interpret an
recidivism.

program on the primary
the amount of change in these intermediate
d expiain observed differences in the rate of

Recidivism

Given the central role that recidivism

measures of it were employed in tha analysis.
following: 't

plays in evaluation, multiple
Among these measures were the

° - The proportion of subjects petitioned to court on new

chan‘ggs and the proportion adjudicated or convicted;

®  The frequency of new offenses as measured by the number

of new charges per subject (all petiti
of n etiti jud-
ications or convictions); ’ =P ons and readjud

2-11

They were treated as true outcome measures and' the .
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. " The latency to the first offense; _ | ‘ L,

e :The propornon of youth recidivating over time;

® The seriousness of the offerises for which. youth have
again been charged andfor-adjudicated; and _

| e The proporticn of subjects m*carcerated.

Propartmn £ Subjects Recidivating ¢

" In this analysis a simple head count is taken of sub;ects who did or did not
recidivate aiter the New Pride pmgram. Differences between groups are
determined by fmdmg what proportion of subjects recidivate at least once in

u
~ each group. In prmcxple a simple chi-square test can be used to test group

diifei:é}ices, Differences between groups in the amount of time youth were
followed up, and in the gender and ethnic compositions of the groups, howe\(r)er,
requxre that a raore complex analysis procedure be apphed to the d:ta. hex:;
approach to this situation is to use the data coilected on the ,C -
characteristics of the subjects, o assess the degree of the selggt;an b1asr...s tha ‘
have occurred, and to adjust the data accordingly. annar-iogisnc 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 composxtlzn
‘of the various groups were statistically adjusted for selection biases. Unlike
most other available procedures, it also has the benefit of being desxgned to
account for differences in dichotomous dependent rneasures..

Frequency of Recidivism

The numiber of times each subject recxdwates is another kind of
information. It is an indicator of the #mount of crime that was commr’cted by

the members of each group. While %nis measure is easy to cen&egtuahze, it'is

fraught with 2 nurnber of difficulties that must be understood.~ First, 51gmf1cant
covariates like follow-up time remain uncontrolled- when ‘one s1mply .counts

- offenses. Second, the dmtr;butxons of oifenses are highly skewed since mqst

212 |

‘youth who do recidivate do so only once. Yet the amount of recidivism is an

- important measure of c¢lient 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. Ifc,was imperative that this variable be
measured as accurately as possible. Prior approachgé, in which the proportion of
failures as of some cutoff date are compared across groups, were not
satisfactory. -The basic problem with these approaches is that they rely on the

' sihgle-point-in-time ocbservation which can be considerably misleading.
Therefore, some of the techniques used in this research f,ocuséd on new offense

distributions through time so as to improve the measurement of recidivism.

Here is an example of the inadequacy of past approa@:hes; Suppose that
after 12 months of follow-up the experimental and compariéon subjects had
identical proportions of clients who were reariested. In a traditional aﬁprq&ch
the two groups would be considered equal. Yet it is possible that the rate of
increase in the rearrest patterns of the comparison group ‘was considerably-
steeper than the rate for the experimental group. It is also possible thaf the

distribution across time for the experimental group suggests that their rearrest

rate is approaching a saturation point, while the rate for the comparison group is .

continuing to rise. Either of these outcomes would suggest that the
expenmental 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 recidivism employed in this study is the
distribution of petitions and adjudications over time, it is important to specify in
greater detail how this variable was measured and how it was integrated into the |
overall analysis. As we indicated earlier, the primary problem with earlier
studies which used the p'opornon of subjects who recxdwated as the measure of
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outcome is that they typici ily compared the two groups at a single point in time.
Yet this comparison can be considerably misleading.

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
ty, but the rate becomes steady as time cor:atinues. For program B at time t it
has a comparatively lower rate of recidivism, but it increases after t 1° The two

prograras have the same rate at ‘tz. However, projram B has the higher rate at

t3e Thus, the evaluator may draw different conclusions at each different
observation time. It is intuitively clear that a short time period is relatively
insuificient for the detection of differences between populaticns. To use a very

- long period, on the other hand, may increase the cost of the study and diminish

the utility of the results.

Program B
o
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5
&
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g
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Co'mparison of Two Cumulative Recidivism Rates Over ‘rime
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Except for Maltz and McCleary (1977), previous researchers on the
measure of recidivism have used a model which assumes that all offenders will
eventually recidivate. This is in contradiction to the empirical finding of Glaser
(196%, 1968). The well-established statistical analysis in life-testing for censored
samples developed by Epstein (1953), Cohen (1954), and others has been applied
to the system reliability. The spiit population approach developed by Maltz and

McL(éa:y (1977), in combination with censoring techniques, afforded a clearer
analysis of recidivism. )

Basic survival analysis 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 recffend, and since it was known how
much time elapsed from the date of case action to the date of the first ofiense,
the proportion of each sample that survived with no new offenses could be
described over time. By plotting these points; estimates can be made of future
recidivism beyond the time of follow-up.

Proportion of Youth Recidivating Over Time

[\
W

Analysing the proportion of youth recidivating over time using a time
series design incorporates many of the better features of the "time-to-
recidivate" analysis described above. In addition, however, 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-recidivate analysis, once an offense occurs, the

subjetts involved drop cut of th,_‘Le analysis for all future time beyond their first
:ecidivating event. Time series designs, on the other hand, assume that future
events are possible and incorporate 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 Scriousness

"'In addition to the number of officially recorded offenses, information was
cépt’ured on their types and quality. Assgme for the moment tha: 'fhe
experimental and comparison subjects commit equal numbers of offjenses uring
the follow-up. Assume further, however, that the offenses commftt\ed by the
experimental subjects were all status offenses while those comm1t1e.d by t}h.e
comparison grodp members were all serious violent offenses. | .vaen tuz
possikility it was necessary to measure the impact of the program in terms O
the quality as well as the quantity of new offenses.

The use of meah or cluster scoring allowed an estimate-of the seriou'sness
of the offenses committed by the subjects of this research in a relatively smp{e
fashion. A variant of the seriousness scoring system originally creétca:d by ?elhq

. and Wolfgang (1964) was applied to juvenile justice history data. jl'he 1gglex ft?elf
measures the amount of harm done in a criminal evant as a function of rf'aoc.hﬁers
such as the number of victims of minor or major irjury, the number of victims of

forced sex, the number of victims of intimidation, etc.

ing it in seriousness score and this
In cluster scoring, each crime type has a certain seriousne

t e i ed
score is applied to all offenses of that type. Mean seriousness scores are bas
on scores from previous research done on similar subjects. The most approprlat:e
source of such information is the series of cohort studies conducted 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 their_:\

seriousness, each of ‘which caﬁ%ures the variation in sériousness .that .surm}mds
specific offenses. Such scores wereﬁapplied to the -data colrlected} m.thm p‘ro?ect.
The availability of seriousness SCOres for experimental and comparison sul.:gects
allowed measurement of the impact of the program in ter@s of the quality as

well as the quantity of delinquency committed.

2-16
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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 12 months after case action date;
whether or not a filed petition or sustained adjudication occurred after case
action date; number of prior offenses (all offenses, filed petitions, and sustained
adjudications); New Pride site; ethnic group; gender; age at entry; and time to
follow-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 chairacteristics‘, 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
project,f”the types of problems they possessed as determined by the diagnoses,
and th_e 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 these background and treatment variables, the evaluation
also collected informatién 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 education, employment, and learning disability remediation. In combination

2-17
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" thesé 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 analytic steps
examining the data across the experimental and comparison groups%and within
categories of the experimental group. The analysis began with relatively
straightforward bivariate analyses and proceeded to more complex rihodels 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 design 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 evaluatioﬁ consisted of comparing the ‘recidivism
rates of the experimental subjects with the recidivism rates of the members 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 lovﬁ'er for the
experimental group. '

Since random assignment was not possible in the New Pride projects, only a
comparison group was availabie. This made the analytic task more complex,
since it is not always easy to explain th’exscurces 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 biases that
have occurred, and to adjust the data accordingly. Linear-logistic 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 biasef;s. Unlike

2-18

most other available procedures, it also has the benefit of being designed to
account for diffaerences in dichotomous dependent measures.

. This approach was the simplest that could be accomplished, but the least
informative. All it provided was a relatively rough, overall assessment of the
New Pride program. While this is useful vinformatiorx;, the generality of the
approach detracts from its practical value. Previous literature suggested that
the observed differe_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 succes

Py
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A Model for Initial Internal Comparison

The internal comparisons began on a relatively sim

separate impe}ct of each of the background and
recidivism.

format.

ple level by studying the

" . treatment variables on
e following figure presents this model in an e_xtremel'y simplified

. For the purposes of this discussion the following rather extreme
constraints were placed on the data — that only one variable

of data and all variables are dichotomous.
given the number of subjects available for
model was extendable to a large numbe
polychotomous or continuous.

v exists for each type
While these assumptions are extreme,
the analysis across all the sites, the
r of variables that could be either

Initial Internai Comparisons

Intermediate Outcome Variables
® Academic Achievement

¢ Employment Status
e School Status

® Program Completion

~ Client Characteristics
Diagnostic Categories
- Treatment Plan
Program Experience

Primary Outcome Variables
e Recidivism Measures

2-19 -

PP 1‘3 g : -'> . T B e

e ANl o




R

PR AN

A,

v
2N S g Ay e A L T AT
e g e e, e et - . _— sremme .

LI

R e e e g D e i

As this figure indicates, anaiysis began by determining the relationsr.\ips
between each of the variables and the various outcome measures. Client
characteristics, diagnostic categories, proposed treatment plans, and éctual
treatment experiencé 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 allowed 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 whn.:h
were unrelated 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 eﬁe-cts.
_Finally, information on how delinquency was distributed at this leve% provxcfed
useful 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. bivariatg
analyses to a multivariate model in which the interaction of these va.nous? type.s
of variables is examined. The next figure presents one of these snuatxons. isj,
abbreviated format. In this case we are interested ‘in examining the inter?cnoI?
between client charac*t:»eristicsv and each of.the ojther yariables in relation tg;
outcome. Let us examine just one pathway in thza figure: the link between:x the
characteristic of age and the treatment plan in :phich employment expe,rxencg
was provided. It is possible that the age of the client would be related t

recidivism but that there would be no apparent treatment effect for thue ,

employment experience. ‘ e k
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Second Level Internal Comparisons

Intensive Supervision
Client Alternative Education
Characteristics LD Remediation

Employment :

Recidivism

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 eifect. 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
interactions 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 of employment experience for the
male and female clients. It may not always be clear as to why these differcntial
outcomes came about, but it is important to identify them sc 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 here.
Overwhelming evidence that the New Pride program works for ail of its ciients
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.

2-21
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A number of other logically equivalent models could be presented by
replacing the variables relating to client characteristics by those that refer to
diagnostic cétegories. But since these other models are logically equivalent to
the one just presented, there is no need to discuss them in detail.

A Model for Analyzing Impact of Project Procedures

There are other models that were examined which are somewhat different
and warrant some discussion here. One of them, presented in the next figure, is
concerned with the concordance between the results of the diagnostic process
and the treatment plans that are created and implemented. Since substantial
resources were devoted to diagnostic services it was important to evaluate the

role that these services played in the treatment plans proposed for the clients,

and those that were actually implemented. In addition to measuring the

concordance between the diagnostic results and the treatment plans, there was
also interest in observing the effects, if any, between the amount of concordance
with respect to these variables and the outcome measures.

The Impact of Project Procedures

Treatment

/ Flen \\
Diagnostic -
Categories \ /

Recidivism

Treatment
Experience

There are several other models that are logically equivalent to the one
presented. The most important of these conCeqps the examination of the
concordance between the proposed and actual trea;ément"plans. It is important
to assess the role that concordance at this level plays in differential outcome,
for this can be viewed as a measure between the ” theory and the reality of the
program. One set of variables measures what should be done while the other

*
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: d ﬁe" ent subtypes of the experimental subjects, TR
‘sectiah-:g«gé%gﬁr;: R i IS ARl
‘ TR 0T tHESE WO Svaitativs strategie

A Model for External Comparison

The fi .
all the "a:;:::em:ec:l :,:e;:r‘t,teec; :smctt:.li’s :ection is the most complex:
analyses, a fi . ribed. Based on the results of the previ
difteren t’ial : :::a:tooff t\;.‘a.naNble:‘s w?s selected for an overall assoassmen::J o; 1:::
examine the rela-ﬁonsm : few Pride program. In this case the task was to
outcomes. How did tYpe: o: I:'ill of .,the variables in Producing differentia]
interact to generate diff Cllents, diagnostic categories, and treatment plans

FHierent outcomes? In this analysis a number of nesteq

configuratio jec
- 8 . ns of subjects were created and the outcome
- '€ varlous groupings. Through thi measures observed for

it includes

program were delimijted.

To summarize ot
roup, systemonte the s§axon o.f the .evaluation internal to the experim
o ot steps were followed from simpler to more compl d o
ort to i i . . eX models i
Beginning wi h‘d“‘“nfy the differentia) impact of the New Pride s .
g with bivarjate relationships, the types of subjects and th program.
the types of

treatments that :
Based . were strongly related to reduced recidivism were | ifi
A on this information, the analysis th ere 1dent1f1eq.

were considered,

To. this nains & ,
. 0. this point in the evaluation design, the internal and e
e study were treated Separately. That is
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Since some of the background variables were available for both the _é
experimental and comparison groups, the differential impact of the program was i
analyzed by making comparisons 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 male
comparison group members. The same comparison was made for the females.

Recidivism Measures

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 and/or convictions. Offenses were measured after chents wera
admitted to the program and after comparison subjects were assxgned 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.

1

. New Petitions. The first basic measure of recidivism consisted of rearrests
: that were referred by police to the courts for action and which resulted in new
) charges. There were two reasons why this measure was selected. The first was
that the decision by the prosecutor to charge an individual thh 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 multlple offenders are often watched more closely and
arrested more often than .ot‘her,s in their age group who do not have records. The
second reason involved the difficulty of obtaining permission to access police
files directly, particularly i1 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 geographxc areas was a

cost consideration.
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v 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 corwvictions 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 experimental and control groups were due to variations in
official decision-making. What had been measured in the initial study resuits
was a sort of Hawthorne efiect of the ‘program which produced changes in agent,
as opposed to youth, behavior.

Lerman (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 ¢f Loth adult decisions and youth
- behavior. The further we proceed in the discretionary
‘labehng process in order to obtain viglational data, the
greater: is the likelihood we shall be measuring official
- behavior rather than youth behavior. The ideal solution,
. of course, is to obtain indications of 'pure' behavior that
are not - gxnted by the decision to complain, the decision
to record, the 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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-\’:Ger‘}erally speaking, measures involving earlier décision ‘points are superior 4
to other types of recidivism measures. For this reason, arrests that resulted in %
new petitions or indictments were used. However, more legally consequential v S . )
measures of recidivism, including new adjudications in juvenile court or : : app; rapriate for this group, a number of substantial
convictions in adult court, were also used. Aside from their relevance in : S .evaluated, and addressed by all core sta
assessing system penetration, these variables are generally considered to be key “3 ) 1ssues and their solutions are discussed
elements in the social definition or labeling process for most offenders. ' .
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’ procedures

called the "statistical comparison group."

problems were defined,
. If and the nationa] advisory panei. These
in the following section. . |

Incarceration. Evaluating the consequencés of program 'partitzipation on.
the incarceration rate of clients required comparing observations on a sfatistical
comparison group which was matched to resemble experimental subjects in terms
of two criterion variables: the number of prior adjudications and age at offense.

ber of prior counts
In Pensacola and Providence, the

ces could be held constant was to

o group was 3.7,
rage was 6.2. The only way these differen

control for them by matching comparison subje

Information on new adjudications or convictions and on the dispositions of such cts f -
‘ e , , ; S Irom the sarfie citjes.
cases were routinely gathered by follow-up documentation. Decisions of the . } , Be
‘court were noted on forms covering each criminal event in the client or ' 4 ; Offenses:::e of the well-documented l'elatlonshxp between the number of
___ comparison group file that was updated every six months. subject age on the amount of crime committed and : ‘o prior
Rt . il new Cha!‘ges, a matchjng procedure for t and the hkethOd of
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Subjects had to be matched on age
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us offenders. Therefore, for each
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on date) after an adjudicated offense
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- adjudications in their crimina] histories ha
- #xamining the backgrounds 6_f equally serio
selected comparison group subject
hypothetical date of entry (or case a::ti
corresponding, in terms of number of prj
the treatment group.

Composition. Two types of comparison groups were gene,rateﬂ from the
complete court file searches 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 is
comprised of the universe of all individuals who meet the eli,éibi.lity criteria for -
the program and who have been scresned by at least one lqﬁowledgeable person
originally involved in the selection o{E clients. The official rcsle of this person has
varied from city to city, ranging frtfim the supervisor of proi:ation officers in San
Francisco to the counseling sluper}}isor or evaluator elsewhere. This grcup is
called the "qualitative corr;'parison”‘group" because it was designed to control for

. the discretionary decisidn-makirjg of projects and courts in the selection of
possible candidates for the program. |

—_— nt group
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S with two adjudicati '
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to the client group in terms of age at their matched offense. This procedure
allo;ed the comparison groups to be smaller while thg offense distributions

remained the same.

Finally, an adjustmentb was made to control for the "intake lags" which
occurred in the treatment group. After the last prior adjudication occurred for a
client, there was some period of time before he or she entered the progrart'x. For
the treatment groups'at each site this lag time was measured and the n'.ledl‘an lag
time was assigned to comparisori cases from the same site. The point.m time of
each comparison group subject's matched prior offense plus the intake lag
assigned provided the hypothetical case action date for that person.

Infomaﬁon 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:

K
i

° Name and court ID number (1f a\(,;a.ilable);
° Probation officer's name and te&éphos1e number;
® Birthdate;

[ ) Sex;
® Ethnicity;

. - » » . ‘ . - all
lete juvenile justice history forms filled out on
¢ gfofr:r?ses fér which the juvenile was adjudicated or for
which a site-specific alternative type of determination of
guilt was made; and

eparate listing of dates on which other petitions were
° ?ﬂ:gpwhich did gnot result in an adjudication or other
determination of guilt.

For the most part, this data was ccllected on eligible cases occurring
within the same time frame in which the projects operated. One site with
special problerns, “here all or nearly all eligible cases were referred, coll.ected
the information on .“mildr cases processed blf the same courts two years prior to
the implerhéntation of the project. o
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F ollovzf-up Data Collection

Timing. All experimental and comparison subjects were followed Ap 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 youti:‘were followed up through December 31, 1983 and many through
the spring of 1984. The evaluation design, partigularly 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 entering 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 the others,

Sources. Sources of follow-up information included the assigned juvenile
probation officers, juvenile court records, and adult court recordsv_;(when indicated
by virtue of subject age or waiver. Clerks of court, court administrators, and
intake units for adult probation agencies were other sources,

Type. 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 clignt group. Such follow-up provided before-and-after

profiles as well as indicators of program achievement, the intermediate outcome
variables.
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Figure 1 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
management 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 soitware,
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
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collaborative effort, allowing programwide and specific project information to
The software used allowed a great deal of
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be collected simultaneously.
flexibility in information management. Individual projects could, with sufficient

training and practice, structure their own MIS, while at the same time providing
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essential information to the national evaluation effort.

Requirements

Historically, evaluations of projects have been plagued with probliems in
‘attempting to capture timely, uniform, and complete data sets. Because of the
"batch" processing orientation of most systeﬁns, the computer analysis and

~ feedback stages typically occur several weeks ‘or months after dafa 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 . : o
of data (i.e., cleaning and editing data), feedback to project of inaccurate and | N
incomplete data, resubmission of data collection forms, and update of the new
data base. All these steps are preliminary to the actual 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.

DATA
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The evaluation of the New Pride Replication Program required

technologically sophisticated procedures for data collection and storage. Given
2-30 . ‘ e
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Figure 1: The Management Infermation and Data Processing System
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ation and data processing system adopted was
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The data system was linked to the Michigan Terminal System (MTS)
through Wayne State University and provided fingertip access to most of the
files in the University of Michigan library. Through a telephone hookup, the
memory of the terminal was virtually unlimited, and an operator could obtain
fast, complete, and accurate information without i=aving the project office.
Without the telephone connection, the recommended terminal (TI 765) had its
own memory space of 20,000 characters. It was capable of sending messages to
others, whether they were on the terminal or not at the time, making the process
of information gathering on all topics quick, effective, and inexpensive. Because
of this feature, it was able to serve as a vehicle for communication between

participating projects and the national evaluation team, and between the
projects themselves. ‘

The key challenge for New Pride Evaluation was to design a system that
was data intensive (i.e., provided for the collection of a series of data elements
at several client processing points) and had currency (i.e., was able to reflect up-
to-date information on clients). To accomplish these aims, data entry occurred
at the project site itself by way of a "remote” terminal. This is a small
typewriter-shaped piece of hardware to which a parent computer can be linked
through any functioning telephone. The remote data entry approach provided
both project staff and the evaluator with accui'ate, complete, and timely
information. A major benefit was its location at the project site itself.

In addition to using remote data entry via teletype terminals, the MIS
needed an interactive system (one which responded to the user in a
conversational mode) that was cost-effective, had extensive software packages
for statistical anélysis, file maintenance and report generation, and was user-
oriented (i.e., could be utilized by nonprogrammers), Through the use of the
Michigan Terminal System (MTS), the local evaluators had access to extensive
software for analysis and report generation purposes as well as security systems

to ensure confidentiality of data sets. Components of the MTS system that were

used in the evaluation are described below. A general overview of the Michigan
Terminal System is appended to this 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 product to analytfcal form.

MICRO is an interactive relational data base management system
originally developed for the U.S. Department of Labor. While a relational data

E{\tbase system is simple in operation, it can handle any type of data structure.

Most record management systems are based on a 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 client.

Hierarchical systems cannot handle more complex linkages. A client is one
of several clients in a program. He 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 clients or students v’ . similar linkages. MICRO
was able to handle and manipulate all of these and :» .or 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 client 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
boys 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 using fewer

words than are }'equired 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-ID, as well as referral and intake information. Other files
included: '

CLIENT-NAMES

CLIENT-ADDR (client addresses)
CLIENT-CHAR (client characteristics)
INTAKE-SVY (intake survey)
SCORES (test results summaries)
NEEDS ~ (problem areas).
OBJECTIVES (tre‘atment objectives)

SERVICE-PLAN (services planned)

NEED-OBJ (link file of needs and objectives)
SERV-OBJ " (services planned and objectives)
SCHEDULE (individual curriculum)
OBJ-UPDATE (ongoing status of objectives)
EMPLOYMENT (employment status)
SCHOOL-STAT (school status)
JUY-HIST (juvenile justice history)
OFFENSES (multiple charges per criminal

, event) :
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(includes basic intake, casework,
counseling, alternative. educa_‘uon,
and employment service delivery .
records)

SERVICE-DEL

SERVICE-PROV (service providers)

SERVICE-CAP (staff service capabilities)

i tisfaction
-SVY (user survey of client sa |
BXIT-S with the program)
TERM-FORM (termination form)

This set of twenty-two data files provided the structu.re for making
retrievals on the basis of any combination of client, family, service, or o.utcctrrfe
information. Files can be linked to other files using a simple one-line "jom
command, "JOIN CL-DEMOG by CLID (client ID) WITH JUV-HIST BY (?LID.f tf:‘.
this point MICRO would create a temporary file which;twfks a c?mposxte o se:
two, referred to as mt. If the analyst wished to link additional files for purp;(
of more elaborate kinds of analysis they typed, #JOIN IT BY CLID WITH IS a:;
other identifier of the desired file)." Additional join commands we.re use§ to .
any of the other desired client files in exactly the same way. Fﬁ@l:ﬂ,;:;ﬂ:\i
the temporary composite file constructed by this procedure, .8, .NA , ’
turned it into a single file that could be set up for statistical analysis.

Moving into the recomménded statistical package, MIDAS, was also cf;:te
simple. While still in MICRO, let us assume that file "A" n,eeded.to b{e wx: ir:
for analysis. Using a select command, fields having character strings text, ;h
numbers) could be deleted from the dataset that MIDAS would read. he
statistical package was run only after the composite file was const.wf:ted 'and .t e
datasets to be used in the analysis were pulled from the MICRO dictionaries into
a format that MIDAS could understand.  Since MICRO and MIDAMSK ;,::

- compatible, many variables defined already in MICRO c.ou.ld.produce a
system file of selected variables that could be analyzed statistically.

‘Files were designed, implemented, extensively field-tested in multq:)le
cities, streamlined, and restructured by the research staff in consultation with
9
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generation of formatted reports from its data bases.

local evaluators, service providers, and OJIDP 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 control 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 full control of access to it. Others obtained access to these local

files only with the permission of their custodians. Each local file contained 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 inade by local and national evaluators. MICRO included facilities for the
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. This system was used to produce such things as cover sheets or mailings
of letters to parents or juvenile autharities.
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The fact of principal concern for program managers was that their
evaluation staff, with a limited amount of training and with no programming
experience, could generate the reports 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
themn 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 Filess MICRO is a data management and
information retrieval system. While it can generate cross-tabulations and
reports, it was not designed to produce such things as regressions and other
analyses of variables. Statistical analyses of MICRO data bases were most often
accomplished with the Michigan 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 could 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 fyping "WRITE FOR ANALYSIS ON CL.MIDAS ALL BUT (fields
with character strings or text) IN CL-DEMOG". This MICRO command would
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create a MIDAS f{ile called "CL.MIDAS" which contained all of the numeric data

. in the "CL-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 staif 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 message system provided 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 -
marnaged by Pacific Institute linked all the participants of the Project New Pride
national evaluation (including the ten project sites, the national evaluation office .
and éonsultants, theﬂ technical assistance contractor, and the NIJIDP Project

¥
A

Officer). DY

The CONFERence "consisted of a series of public "items" and private
messages. An item is a short article of general interest to CONFERence
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. Issues were usually 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

<vstém The CONFERence was used 1o keep local evaluators informed of the
rogrés others' progress. Local evaluators were

rogress of the evaluation and of each w
e and ask and offer help. In addition,

able to discuss issues, trade evaluation ideas, fer help. In addivon
membership in the CONFERence provided continuing communication with o
local evaluators and with the national evaluation staff that reinforced the local
: i ¢ their
evaluaiors' feelings of belonging to a broader group,* and improved

motivation to collect and enter data on their clients.

Th; CONFERence was also used as a medium for progress reporting. The

ther projects using CONFER as a management tool showed that

xperience of © . .
- ortant informational and

periodic progress reports filed as public items were imp

motivational tools.

Example Conference Jtem

tem 125 17:44 Feb13/31 & lines
Alice Magee
'KID LUNCHES

i ike her sites are doing
w Pride would like to know what the ot

aboutvﬁnz; l%:? s::eN!:ids. Do the kids bring their own lunphes? Do you have
lunches catered? Do you turn them loose? Thanks for your input.

5 Discussion votes

Bon DR ONLY MORNING OR ONLY
NSACOLA, QUR KIDS STAY
| iE'%ER{\[;IOgS. HOWEVER,. WE GIVE THEM A CAKE EVERY MONTH TO

COVER ALL THE BIRTHDAYS, AND A LOCAL BAKERY DONATES THE
CAKE. |

Jone l.‘:'?:lc;mrr:a».jm‘ity of our clients qualify for the free lunqh program. We let
them eat lunch at a local high school. :

Helen;l.&nig; Boston, we provide both breakfast and lunch for our kids.

o ,J'heresoauf. ?aﬂ:ls also qualify for a free lunch. We work with the schools and pick

up lunches and bring ther to our facility for lunch.

DOIQ“:: %ﬁob?ggn‘gg,m :t:; School Department provides and delivers hot lunches.

Our Program Director says that may be so ior every project, for more
information, call (us)ee.. o . . ,
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MIDAS: THE STATISTICAL SYSTEM

The Michigan Interactive Data Analysis System (MIDAS) is a full)"?}
interagtive statistical analysis and data management system. While the
Michigan Terminal System (MTS) supports SPSS, BMD, P-STAT, SAS, OSIRIS, and
other statistical systems; thie power, economy, and ease of use of MIDAS has
made it by far the most generally used MTS statistical éystem. An interface
between MIDAS and M_ICRO, the relational data base management system,

produced a statistical system of unique power, able to handle files of almost any
conceivable structure. ‘

Although MIDAS can be used as a batch program, it was designéd to be
used from the terminal, and is thus more appropriate for use by those who are
remote users of MTS. MIDAS provided a fuil 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 sysiems 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 for 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 beforq;"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 heightened because their data
was stored far from *the?g" 'px\ggram offices on a computer which was shared by a
large clientele of other users. One of the main reasons for choosing the MTS was
its high degres of data privacy and security.

Privacy is the ability to keep unauthorized persons frbm 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 deny others access 10 it.

A new file begins life with a permit status of UNLIMITED to its owner and
NGONE to others. Among the forms of access which may be extended are:
READ, READ-WRITE, WRITE-EXTEND, FULL, and ma@y others.
(WRITE-EXTEND allows one to add to the end of a file, but not to read it or to
modify what is already in the file.)

Access may be extended to everyone on MTS, to the members of an M:YS
projed, or to individuals by user ID. It is even possible to allow access tc a file
only through a particular program. For example, the command PERMIT
EVDATA RW XABRIL, R ABC2&PKEY=STAT:MIDAS, NONE OTHERS allows user
%ABI to read, copy, and write into the file called EVDATA. User ABC2 cannot
modify EVDATA, and cannot even read it unless 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, fgsearch
and development projects, and by unauthorized individuals. Each vulrerability 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 security experts, has ever resulted in unauthqrized access to another
user's files. Unauthorized access to other user's files has invariably come from

the discovery of passwords which were left in public places or in files permitted

to others.

" Data security is the system's ability to preserve the files of its }J?ers. The
MTS offéréd a high degree of data security. Since MTS users ed}t,f’the orig}nal
copies of files, loss of communication does not cause the los;s .o‘f data files.
(Systems such as TSO and WYLBUR use "editor copies" of files which are often

fost if there is a system stoppage in the cours{;a of an editing session.)
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MTS has both system and user {acilities for the backing-up of data files.
Users may archive files to and restore files from their own tapes at any time.
Each night, all files which have been modified during the day are archived to
tape by the Computing Services Center. Ev=ry Saturday night, the entire
contents of the file system are 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 MTS overnight has proof against loss or inradvertent
destruction. '

Pata Quality Control

® Keying Errors. The major source of errors were usually keying errors
as the data were entered. The most effective way to correct keying 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 prescribe and enforce such a level of data verification.

In practice this was not often done. What actually happened was that the
rational evaluators provided continuing feedback to projects on items of
information that were keyed inappropriately. The client ID, the file name, and
the field were specified and the local evaluator asked to change the entry so that
it was accurate. No one ever refused to respond appropriately to these requests.
These error files were used by both national and local evaluators to monitor the
records managerm.cnt efficiency of each participating site and the quality of the
data.

& Syntactic Errors. The MICRO data entry system automatically
checked for such syntactic errors as alphabetic characters in numeric data fields

and nonexistent categories. Since syntactic violations had to be corrected prior -

to the data batch's entry into the MICRO system, they were rekeyed before
acceptance into the file.
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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 evajuation data.

Initially, local eva&uators required a substantial amount of technical
assistance 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 coilection, and in establishing the experimental
procedures for their own evaluations. PIRE developed original materials for
novice users, based on its experience with this need. As the New P:jide;' sites

gained experience on thz system they became valuable technical assistance
resources for each other. ' '

The purpose of training and technical assistance activities of the national
team was to assist project staff to understand the objectives of the evaluation
and MIS, to adapt the MIS to provide local information for self-studies, to
develop appropriate data collection/analysis forms and procedures, and develop

N ~ necessary and useful reports. At the same time, the national team was provided
| ” with additional perspecﬁves 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 in 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. All of them were met:

~

e  Provide project staff with an understanding of the overall
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 staff in understanding data collectzon
procedures and forms;

® Provide project staff with an understanding of impact
evaluation design and implementation;

° Provide project staff with an understanding of process
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;

e  Provide specxfxc information and recommendauons to the
national evaluation team to guide the desxgn and process
of the evaluation. .

<
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Technical Assistance Products
National Evaluation Training Manual

Everyone needed a clear 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

e The Impact Evaluation Design

® The Intensive Site Evaluation Design

® Roles and Responsibilities of National and Local
Evaluators

. Roles and Responsibilities of Project Directors in the
Evaluation

° Confidentiality and Protection of Privacy

- ® The Data System

Data Manual L

Another key product of the training/technical assistance effort was a

.project training ar.a 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 what data were required by
the MIS, and why they were collected, could refer to 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 deal 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 new streamlined version of the MIS, data files, and
documentation was developed. A comprehensive User's manual 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 II.) Instructions about the data
system, data entry, and report generation were rewritten from the original

versions to serve as training materials for local evaluators. Data element -

dictionaries were included that document all of the data files for ongoiqg
reference by evaluators. Therefore, the revised data manual was actuvally

comprised of three separate manuals:

° An MIS Manual
® A Training Manual

o 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 ctone" 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_
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research purposes remained unchanged, however. Several minor modifications
were made as projects gained experience with system use. All modifications
were approved by NIJIDP and resulted from discussions with local evaluators and
project directors.

As the MIS became operational the system itself was used as an extension
of 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 provided instructions to the evaluator for entering data into
the {ile.

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, ID 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, 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 rigoraus enough to accommodate the transfer of a
great deal of relatively technical information and at the same time be flexible
enough to accommodate a wide variety ”bf project capabilities and needs.
Project directors and evaluators from different jurisdictions brought to training
sessions a wide range of background and experience in evaluation. Few had any
experience with the use of client and service information for management
purposes. Moreover, none had any experience using 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 sessxons &oncentrated on
providing assistance focused on specific components of the system, including the
development of data collection--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 and process. The full range of
training/TA 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/TA activities represented a highly professional and
knowledgeable pair of individuals from Multiple Technical Services Associates,
Inc. Their level and range of expertise enhanced the likelihood of successful
adoption and implementation of the MIS in each unique jurisdiction. The national
evaluation 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 training and group facilitation
skills, allowed for the sharing of special proficiencies, and produced a
standardized format for the upcoming training 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
computer system. They also provided opportunities for small 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 national evaluation reports.
When local evaluators were present at the Project Directors' meetings, ad hoc
sessions of training and individualized technical assistance were organized for
them. In short, PIRE used every available means to enhance project evaluation

understanding and capability.

On-Site Training/Technical Assistance. The purpose of on-site T/TA
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 establish a collegial
dialogue on local training needs, evaluation design issues, and skill levels. Such
information was the vehicle through which training needs were assessed, 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 involved upgrading skilis 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 research staff;’ Inviting
such contributions from local evaluators further reinforced the partneréhip that
developed between the national evaluation and local projects.

Off-Site Technical Assistance. Because of the unique qualities of the
Michigan Terminal System and its teleconferencing 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 compendium
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 EVALUATION 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 cne studies the influence of an intervention 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 the 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 classical longitudinal 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 Pacific Institute executed qualitative field studies
designed to éxplore 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
them, where-in living experiences were accepted in their actual and unique form.
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Techniques of Data Collection

-

PIRE's- process methodology encompassed a variety of techniques with
well-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 stairt-up the local evaluators 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 became a monthly responsibility. The

chronicles contain information on program activities, staff inter-relations,

staff/client interactions, and general préject concerns. They include accounts cf
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 ithe 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 used
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 process evaluation involve an
assessment of what kinds of information are relevant at what points in time.

- Derived categories then lend themselves to operationalization vis-a-vis one or

more of the techniques of data collection noted previously. Appropriate
instruments such as structured or unstructured interview guides were developed
to meet data needs. Then decisions were made as to whe should be interviewed,
which operations should be observed, and what archives shouid be investigated.

Generally, xthe 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. Internal Social Interaction: This takes place within the .
project, between administrators and staff, within the "
staff, and between staff, clients, and parents. It also
includes interactions with the parent agency.

2. Important Actors: These should be identified, meaning
persons with power to influence decisions and action, e.g.,
~ board members, administrators, consultants, or persons Y
with informal influence.
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. Site Visits

-Each pro;ect was visited by r‘s ﬁnmary site evalJator at the approximate

. rate ef one tnp per year'.- 'Addiitonal visits were made to three intensive sites
and to trcub.led sﬁ:ﬂs early in the replication's history. The number of visits was
altered in ‘some instances to accommodate changes m QJIDP 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 requxrnd ﬂoppy disks. PIRE used
these field trips to assess the accuracy and quality of the local data collection

effort as well as to contmue observation of the ongoing project activities,
conduct inter vzews, and evaluate each component.

Categories of Information

g:exegoriES of information importehfxtc process evaluation involve an
‘assessment of what kinds of information are relevant at what points in time.
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3. Kinds of Internal Interactions: To observe, describe, and
record: staff meetings, board meetings, conferences,
testing sessions, classes, program activities with clients.

Project Evaluation Context and Analysis

4.  Characterizing the Interaction: These may be such

captions as difference and divergence of views, conilict,

resolution of differences by compromises and
: accommodations, e.g., in regard to policy development.
Emotional Tenor of the project in general, e.g., "Up thi

week," "down the next." :

| Researchers from the National Evaluation of the New Pride Replicéﬁon
Program observed the processes of project im '
| four years. During this time,
o evaluators who were ré’sp‘onsi
at the beginning of the rsse

plementation over. the course of
the ;onditio'ns for observation were optimal. Site
ble‘ foxf ‘the collection and analysis of process data
i e e o e o arc!wA worked on the study until its conclusion, which
A ; sl conditio applied research settings. Each New Pride project
_._began ’w;th gpproximat‘ely* the same dollar amount of Federal ¢ i

_ there were -adequate resourc e & crtation, A oo
at the same time.

g

; 5. External Interaction: ' This refers to that between the =
- project and other agencies, 'such as the courts,
subcontractors, cooperating agencies, the Washington
Ofifice, Denver, and the National Evaluators.

' . . . es to .
6. Important External Actors: Juvenile court judges, police, cover the C?Sts ol implementation. All began
probation officers, public schcol officials, employers, - :
_mental health and social service officials and workers.

The analysis of evolving pictures proirided by the communications of the
lpc‘al evaluators and the clinicia:lu evaluation mefhods used Hy both the local aud
natxgnal rgsear_chers allowed for the assessment of each individual ré“ect i y
passed _throUgh distinct phases of developménf. Itpr 5 o e

d avided information for the
lassification of these phases and other important features of the projects by

i . . ‘

” nductive typology construction. The analysis uncovered many other "grounded"
characteristics of the projects, pe it
depicted.

7. Kinds of External Interaction: To observe, describe and

record: formal and informal procedures, communication,

creation of reciprocal understanding and new procedures,
s effects of "conferencing" by computer. I

f‘ 8. Resources Availability and Use: In general the evaluator
tries to show-how interaction and resources are linked
together to facilitate or limit choices and actions. The

resources include physical faciiities, informal space use,
the neighborhood and its ecology, use of paid staff, S
contractors, volunteers including interns,  learning P
disability equipment, the computer terminal, use of free : SR

- services, and budget surpluses and deficits.

rmitting the evolution of natural patterns to be

s e N B

P et

: ‘ d | | | | R ~ Process evalaution data pr : i ation re
Changesi This category of data includes <bservations on o . " and service issue. provided much of thg information regarding client
Chggess. This caegory of data Includes: bdervations on ; e issues that was used to refine the New Pride guidelines as the

within the project-and between it and other agencies. o R | - Replication Program continued. It also contributed important}
| » ‘ L portantly to the

B
® N

R e

hese changes can be thought of as stages in project | T deve ' |
T : can be thought of : o T - develgpment of recommendations f ineme;
‘ gromh or evolunqn ?i thg project... S : | o e at “ 1 S et or the lrefmerrjent of the New Pride model

.

o~ v ' 10. Mﬁic Changes ''to -Observe: - Stafi . turnover,
o resignations, "burnouts," - disillusionment, policy shifts,
-~ financia] crises, new accounting procedures, changes in -
-counselor-client relationships, "hard lines," "soft lines,"
factionalism. ~ T mtay L

S A S A AT o s

1. Conjectures, Impressions, and Ihferencesz, These may be
‘ included as part of the process data, hopefully based on .
particular events or actions.. R B '
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INTENSIVE SYSTEM IMPACT EVALUA‘i‘iON DESIGN
Juvenile Justice System Impact

In order to determine the impacf of New Pride - p?bjects on the
organization, policies, and administrative procedug’és of juvenile justice systems
in those three sites selected for intensive study, ifhe resea.fch design called for
panel data to be collected at two points in nme.v‘ One series of interviews was
conducted in the spring and *summer of 1931, whlth was a year after projects
were funded and from six to mne months after they began taking clients. The
second wave occurred a year after the first. Interviews were obtamed at two

points in time in order 1o acqu.re a longxtudmal perspective.

‘Because their number was small enough to permit this, all juvenile
probation office.rs were contacted, using a complete list of -agents whose case
loads were assigned from within the jurisdiction of targeted New Pride cities.

‘Juvenile probation officers were questioned in depth about their knowledge and
- impressions of the projects and the impact of the project on the juvenile justice

system, and about the extent to which they personally made referrals.

The total pdpulétion of targeted New Pride city judges and juvenile court
referees were interviewed" ccmprehensively on system impact issues using
different interview schedules. , Interview guides were designed”‘ and pretested
before being used in.the field. All interviews were conducted by especxally
trained outside evalua.tors on lgcatmn.

Case studies were undertaken of the juvenile justice systems at intensive

sites based on additional in-depth interview data from key informants who had -

worked in these systems a ;dng time. This allowed an-examination of patterned
variation in juvenile court procedures. ‘l‘his examination prcvided a background
for study results. For example, uxgmfxcant variations involved the nature of the

public defender system and the nature of partxcxpatxon by the prosecutor in

g e . e

% ;
A . N o
i, . P

| 2=38

juvenile court proceedings. Whether the prosecutor previded the initial
screening of cases, passed to petmcn, or had no involvement at intake except to
prepare petitions dlffered from site tossite.

Three intensive sites were recommended by PIRE based on the following
criteria:

® Cooperativenass of the sité

) Catalwlogof public and private youth serving agencies

® Geographical disfribution of sites

® Cobperativeness of the juvenile justice system locally
° | Availability of‘probati'on office name list of officers

e  Focus of New Pride project

° Seriousness of ;:rimes committed by clients

e Distribution of clients by ethnicity

° Emphasis on different comporients of New Pride project
® Parent program agencies (fécilitating of hindering)

® Distribution of cl;ents by sex - |

° Degree of plﬁnnihg completed toward institutionalization
o Type and structure of juvenile court system

e  Ethnicity within target community

® Economic variatibn withi‘n communities

® {Vananon in the intake process

® Variations in the structure of the probation offxce and its relatmnshxp
to courts :

e  Using volunteers vs not using volunteers

2-59
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The three sites selected by OJJPD were Provxdence, Kansas City, ,andr San

E

iti ds were to be .
mquxry at these locatxons, particularly because no addmonai deman

ed and
‘made on local evaluators. Special mtenswe; site evaluators were hir
made

with
on locatxon to administer more of the interviews. All interviews

nile court judges were conduct\,d by the Director of the ’Intenswe. Site Study.
juve v

Youth Agency Study

While the original design called for youth serving agencies to be randomly
\ | this methodology was
' h agencies found locally, .
selected from catalogs of suc o e v
jection of only those agencies W ,
changed to include the se bigy mcedur,,
treatment of delinquency. . P
broadly related to the prevenuon or :
assure}d a survey of more relevant agencies such as YMCA's group hom:s;dbo:'s
e
fubs, and county camps, but excluded orgamzanons such as the cht rﬂr\at
i those agencies
Is. It limited the inquiry to
symphony and children's hospitals. .
yo\.\‘lad be lxkely to form a meanmgful socxal .,Prvxce network to the New Pride
w

-project.

Telephone interviews were conducted with agency hea:;sa th::d,f c:; |
mdwledgeable staff. Panel data were not obtained in this ms;a:ce, due > O, the
each time of inquiry, new respondents. could be interviewed. ‘ S Was
good possibility of respondent attrition between survey nomtsﬁ_.’ ’.

iRl

" Rey Decision-Maksr Study

Trmmaia oy
o

e

i var hod. Ke

Additional interviews were conducted using the reputatmnal: me:i : wn;
d followed u
unity were identified an

decxsxon-makers in each comm v

ws in two waves, 1981 and" 1982. Interviewees at mtensnve sxtes include

intervie ”

~ such people as community Jeaders and med;a and pubhc agency representan
such pe ;

r
!
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The three sites selected by OJJIPD were Providence, Kansas City, and Sén

Francisco. It was determined that dooperation was adequate to support the

inquiry at these locations, particularly because no additional demands were to be

made on lecal evaluators. Special intensive site evaluators were hired and

trained on locanon to administer mosti of the interviews. All interviews with

juvenile court )udges 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 methodology was -

changed to include the selection of only those agencies whose missions were
bl;oadly related to the prevention or ‘treatment of delinquency. This procedure
assured a survey of more rele'ant agencies such as YMCA's group homes, Loys'
clubs, and county camps, but excluded organizations such as the children's
symphony and children's hos;ﬁxtals. It limited the inquiry to those agencies that

would be hkely to form a rneamngful social service network to the New Pride
project.

Téiephone interviews were conducted with agency heads and/or
knowledgeable staff. Panel data were not obtained in this instance. Rather, for

each time of inquiry, new respondents could be interviewed. This was due to the

good possm:ln:y of. respondenc attrition between survey pomts.
" Key Decision-Maker Study

~ Additional interwiiews were conducted using the reputational method. Key
c\emsxon-makers in each community were - identified and followed up with
mt\emews in N(Q)waves, 1981 and 1982. Interviewees at mtensxve sites included

‘fsuchnpeople» as community leaders and media and public agency representatives.

&

N
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 APPENDIXA N
' OVERVIEW OF THE MICHIGAN TERMINAL SYSTEM

The Michigan Terminal System is a terminal-oriented time-sharing ;ystem
that offers both batch'(card reading) and interactive (remote terminal entry) '
facilities. Development of MTS began at the University of Michigan in 1966 and
has continued up to the present. MTS is presently the production operatfpg
system at eight universities and research centers‘ in North anc} S&?uth Amgbrx.ca
and in England. MTS is designed to run on IBM/370 compatible hardwarea Wfth
virtual memory, and in most cases is a full replacement for ;he-_IBMjfupphed
operating systems. -

All tape, card, and print files produced by fghe Michigan Terminal System

are in standard IBM or ANSE formats. Asynchronous communication is via the -

ASCII protocol; synchronous communication is via IBM's 2780, 3777, qr 3730
binary synchronous protocols.

The Michigan Tefminal System has a number of distinct advantagés over |
' IBM-skupplied systéms, 'adw}antages which have led to its adoption by the Pac;ﬂc.

Institute of Research and Evaluation and a number of PIRE's clients. 1"he
' advantages of the Michigan" Terminal System over other computing systems are
its: ‘

o Totally integrated interactive and batch system

o  Virtual memory

e A 'sz‘z_mple but pdwe:"ful command language for batch and
"~ interactive use .

] Powerfu__i direct access file system .
[ High degree of file security and protection fmm loss
° Large libraryj/ of Well—dqcufnented‘public programs .

e  Low costs of training and operation

2-62
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- -, users tc a subset of the available facilities.

- system since 1968.
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The Pacific Institute for Research  and " Evaluation,
Replication sites, and Denver

New Pride all use the MTS installation at Wayne
,Stgte University of Detroit.

Wayne (WU) runs MTS on an Amdah! 470/V6-I1
computer, with 8 million bytes o¢f rain storage, 1.2 billion bytes of on-line
storage, and 24 tape drives which operate at densities of up to 6250 BPI. Wayne

‘State also operates a second Amdahl 470/V6-1 which runs several of the IBM

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 languages are identical, with the systefiw treating a batch session as a
special kind of #erihina-l job. Thus, there is only one command language, and it is
possible to run any qu? either from a terminal or from the b

atch queue. As a
result, any program may be run interactively by entering its commands at the
terminal. i o

E
ey

Unlike many other computing systems, MTS does not restricfmfﬁ%é:x“féqt\ive

facilities oﬁ the ‘sy_stem. 7 While it often may be desirable to run small jobs from

tho terminal and large jobs from the batch queue, the choice is entirely up to the
user',. who may run érbitrarily lgr;ge’ jobs interactively. The only difference
be‘twe\en,ébatch and interactive costs is the addition of a ,$1.52}/hour terminal
connection charge for inter,ac‘ciire use,

" Virtual machine and mémqry: v ’MTS has been a virtual memory operating -
A user may have up to 1 million bytes of virtual fn‘e'q'\)ory on
~demand, With no requirement for special parameters or priorities. MTS is also a

: ‘virtual‘opverating system. In a virtual rhachin,e; several copies of the operating s

4 263
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LR S | © o MTS Ovérview H’J | | "
| ' system may be runmng at the same tlme. Thls allows systems, programmers to’ | | i ' = MTS Overview
develop new features on their copy of the operatmg ‘system, thhout dlsturbmg v , C e # §)RUN *SF’SS _y
other users, and thhout havmg to bar others from the machme. Thus, MTS. ls ‘ . RUN NAME | : .
regu'arly available seven days and nights a week., The hardware and software dre o E“.XAMPLE OF dUNNlNG G SPSS -
l _ S sufficiently. reliable as to’ allow the machme to be left to-run unattendef.l on. . e e GE‘I‘ FILELLIl 3
" holidays. (‘l' he ‘machine is sometlmes unavallable between ‘5 a.m. and 7 aim ) ' PR
: JI‘,_- ‘ - , ¢
o ‘ ’!ff ’ § - ) ’ i
The MTS Command Language : Lo ’ . ' "*; p’misﬂ , o
% - The MTS command language is both s:mp/le and poweriul. In i*nost cases, N il 2 Y ‘ - \ : It shouzd mesed *hat txese examples, although resembling the
‘operatlons which would normally take an elaborate IBM “Job. Control Language , S SEREE I T mvoca.txon of an IEM Job Control Language Procedure, are not procedures . hi :
(JCL) procedure can be accumpllshed in a sir 1€ e line of command language. P R o refer to a _prepared set of more com; lex comman ds. “They are full statements ch
: e \ . = ments _
Indeed, the command )z lmguage is so slmple that t MTS mstallatlons, there 1s no . e : v “ﬁythmg reqguired to run the programs and specify a.ll receseary file . ti !
: - effort identified as "JCL censulting” since- ff:ommand language ¢=rrors are‘ : and assrgnment znformatlon. ' sation
' responsxble for only a small fraction of unsuccess]v ul runs. ) |
For example, the MTS command T ) : ’l'lv’a"l?'ue"sys:em
HSRUN XYZ 5=FYLE 7+dTHERE“ILE 8+—‘I’EMPFILE . The MTS me system, ke the command language, is simple but powerful.
| . C o All MTS files. are dxrect accesg disk files, and may be created, destroyed, and
runs a program' in & flle called XYZ Wthh wul handle data in. two permanent v accessed el?’ner from the WNTS command lang uag@ or from’ progeams. The b
A . . _ IR (-]
. files called FYLE and O‘I'HERFILE and a temporary file called ~TEMPFILE. If 1 unit ,Of 2 ile is a pu/mbered line; ATS allows the readmg and the writin as‘:
. the program, XYZ, were using the FORTRAN convent;aﬁ of wrltxng its pmnt file arbl"itmry collerﬂons of llnes from. a- smgle file or a g‘c p nf files. Sg
R ~ on unit 6, then this "SRUN". comimand would suffice for prmtlng the output on'a eX""‘mples wﬂl Lllustrate these capabxh tleSa i T ome
: terminal {if lnteracnve) or on the lme printer (lf in batch) . = : -
R | T e e o A ﬁ_le‘ called Asc"ss creafe'd by the 'caf;;;;ﬂanm
el Another, more farniliar » example is e P
. o #§ REATE ABC
: A FORTRAN Pfogram Called XYZ can be made to read the data in ABC\ by the
s : 'CDmmand- o ‘ :
? = J /,‘j .7 W_:,:,/f" | . v . .. i | e ’ | \\
y A e ) ,_ 265
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L from ABC :Eollowed by the dsta from

‘QOutput from the program, on umt 6,

B A subset of ABC‘ eoasastmg ';mlv of lmes thh ny
: fed to the Prosrdm by the commandz ot

O well as many programs which use spemal iacmtxes

) .
i

]

‘\ATS OVervxew

s

f the
termihal. {"Default" means that the procedure haeneas automatzca ly unless

ta
user ‘specifies another optxon) The ;,ame program could be run usmg the da
a iﬁe called DEF by usmg t,ne command-

i

/ | ,#( i’R'UN XYZ}:AI}Q?-‘DEFTFC oy

# §)RUN XYZ 5+ABC ,362

Pm@'am berarv

S,mce the Mxohtgan Termmat System is sumlar t"' the IBM oper:tmg
13

 systems inits internaf envxronments, most KBM/ 360 or 370 programs will rus "
under MTS without extensive mod;hcatxons,

berary is extraordmanly large, encompass;,ng much of the 360/ 370’hterature as

found only in MTS

//

At pf/esent, the hbrary of dbhc pr

chmgan computing - centers hav
hO compxlers, 20 subroutme hbraues, fo
system, a sort utmty, a cnaracter handhng uthxey,v%,

# mteractwe debuggmg system.

M’S also suppoz‘ts tzve ma;er s*atxstxcal syster"n

ers, a n
w 1eva1 systems, thrée: economze ’cxm&senes analys )

ubrary, a hbrary of U.S. st,.te and cotmty maps,

e i e 8

wﬂl default to prmtmg on the prf ter or the -

mpers oetween 1 and 36 can be_ L

As: a result, the MTS Prog'am 0

cerams sapwﬂed by "“e "’ay"e a"ff LR

Sy three mformatton
umerleal analysxs '
and an on-hne confereﬁcmg

4
#

VL SCSS and P-STAT 78.

smimcaz 5yst<ms
> RERRRHAY ‘)

The Mlchngan TerminaL System st.pports SPSS, as. weil.as the mteractxve
Tt also supports OSIEIS I and OSIRIS IV, as’ well as a-
z‘,omplete BMDP hbrary. . :

i

OSIRT IV is umque in bemg able to hand e romplex structu,red data files. -
"!’he system can be used to nnamtam and analyze tree-, lattlcen and panel-

structured ﬂxes..‘ Umque to MTS is the chhigan Interactwe Data Analysis

a '$ystem (MIDA’S) » which/ ‘“d“d"& not ONY the usual statxstmal routmes, but is also

a. powerful tune-serxef; processor. An mterfaee betwet,n MIDAS and VlICRO,

, reiatxonal data base anagement system, prqduces a statzstxcal system of mque
S power, able to hardlé* files of almost any concexv,,able structure. “The full nbrar /

'"of Guttnan-hngoes multxdlmen.slonal scahng programs “is - supported, as is -
Youngfs T RSCA 9,ACarr9“u,Vnd Chang's INDSCAL, and Kruskal's MDSCAL. (SAS

clsa the MVS machine. . SAS ;Jbs may be prepared as” MTS fjles “and
dzspatched to the MV.: job queue.) /

. Graphlc stplay Systems. MTS has xts ovn mtegrated graphxcs hbrary, and

supports the mdustry-standard DISSPLA and 1ts mterac‘tzve front-en:d, TELL-A-

;t[GRAF Both DISSPLA and MIDAS have 1arge coordmate ﬂle hbmnes for the ;,;’/

/
- gene n-of map displays of many Lypes. “The i'iarvard Graphac,‘s Laboratory

o software, incxudmg SYMAR. 4nd SYMVU, have been téplaced by/ ASPEX and
.,;.;anssev. | L

‘I'ext Fezmatters. MTS supports IBM's 7 EXT/ 360, the Umversxty oi Srmsh

/Columb;,a's FORMAT, the ‘University - of chhxgan’s TEXTFDIT, and - the

wmversxty of Alberta’s new TEX‘I’FORM.

g p»\"

Modehﬂg Systems MTS supports JB’WS‘ éontmuous Systems Modﬁhng

Program (CSMP) and its General Perpe‘se Sxmula.txon Systern (GPSS), as, well as -

Sxmscrxptz.' R 2
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- : T i ; VA

N

© o MTS Overview

.

4 Ty I ST e e

= AR I

T e
R




B

i economr ~-+1me serxes), and SHAZAM are all supported- | “

~available on MTS. L - T :

 MTS OVeerew »

Econometnc Systems The T1me Senes Processor (TSP), the National
Bure-;t of EC;onomxc Research‘s TROLL« (mciudmg the TROLL library oj

/v'

On-m Conference System- MTS is unique in supportmg the CONFER on-

line conferencma and: message system,s CONFER provzdes the on-line"

env1ronment ior the data Center's commun:canon and management. CONFER

provides for pubhc and pnvate messe.ges, an on-hne directory, and-am rndexmg A

\ system for messages. / e

5
[

Informetion R/etrievél Systems: . MTS supports the Stanford “Public i
Information. Retrieval - Sy*‘*‘m (SPIRES) MICRO, a relatjonal data base syst:mv-
and TAXIR, a hlerarchxcal data base _Mmanagement system. ADABAS and Mark |

“are available on Wayne Statn-s MVS system and may be used by jobs dispatched

from MTS.

& .
" The hst given here consntutes only a part of the documented softwar :

+. 2 Objecnves : \\ ‘
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| P APPENDIX B
N 'HOWT’HEMISWORKS

‘I‘he New Prwde Manageme
forms and eighteen computer
‘forms were designed to colle

evaluation of New Prxde. After they are collet;

evaluator into the appropriate datase* or computer file.
its. -Corresponding dzctxon..ry,
data by lmla

datasets and their corresponding dlctxonarles.
Ct all the client dats Necessar

whrch provides a "vocabulary"

ding the numbers and codes with thejr descriptions.

Data él‘sﬂecﬁen Flow

an mterlockmg data collection system.
t upon the prevxous step. The flow begins

This information js used

] etmg objectives js reported regularly through computer-
generated update :forms. .The sch

eduhng of each step of the evaluation process
r-...‘for each chent is mamtameo ina Lomputer fxle that produces a weekly schedule
for staff. k' T ~ -

The followmg isan outlme of the basxc types of d ata-collected:

i Backgromdand Dlagnosnc Informatxon , ,
During the mtake phase, mformatmn is gathered on each client's coyrt
status,

juvenile  justice hxstory,
Subjecnve background and Aattitudi
hxm/herselt.; A battery of diagnos

. academic achxevement, mteuectual
bemg. "

famdy, school, and employment status.

inal data are couected from the chent :

tic tests is. admlmstered wh:ch measures'
abxhty,

and phystcal and emotlonal we!l-
\\"z(

The back romd and dia: nostxo\ ta. resent a fuu pscture of the needs a
g 8 P

o ;:\»\ o

RN T ey e e

nt Informatmn System (MIS) consists of thrrteen

The.-
¥ for a thorough sejf-
ted, the~data are entered by the

Each dataset or {ile has

to use in reading the
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client has. Objectives are then designed to meet these needs. ‘For a truly
individualized program to be planned, thesé okjectives need to be concisé and
measurabie, rather than general.-

3. Services » ‘
a. Planned. For each objective set, one or more services are planned.

"Services" is a word with many meanings. in some areas it may pe at
a generic level (e.g., health services, which ‘would | include an
examina:cion, surgery, x-ray, etc.). In other areas .i't may be defined
less abstractly at the level of methods or specific éctivity type (e.g.,
vocational training), Each projecf is at liberty to develop its own
codes for these specific services if they so desire. ’

b. Delivered. Ohce a service is planned, it is mos. often delivered
through a series of contacts between the client and staff member, or
contacts "on behalf" of a client (i.e., to arrange for services, to

follow up on referrals: ‘ advocacy, etc.). These service delivery‘

contacts are reported on a Service Delivery form or, for students at
the Alternative School, on the:School Attenda,nce Sheet. These fo'rms
are submitted weekly to the data coder for entry into the computer.

4, Progress Répor‘t‘ing

On a monthly basis the evaluator generates a computer printodt“’ci the

objectives for each client and “the progress to dafge téward: 'megting the
objectives. This printout is to be forwarded to the client's case manager who
arranges for a staffing on the client. A product of the staffing is a current

update for each objective. This information is fgccrded on the printout, which is |

then returned to the evaluator who enters the new data into the computer.

¢
¥

As most New Pride programs accept clients on an ongcing basis, rather |

than in cohorts at set times, individual clients need their objectives updated at

different times throughout the month. The staffing schedule, maintain‘ed by the

evaluator, provides a timetable for each client's progress reporting so that

*
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. DEFINING PROJECT SUCCESS

Success can be an elusive quality to define.

the attainment of a specific goal and/or evaluate
certain activities or processes,

It may be judged in terms of
d in relation to the quality of
For the New Pride Replication projects, four
1 be examined. They are success in 1) becoming
divism and incarceration of youths

institutionalized; 2) reducing reci
clients' school achievement,
employment for them; and

. 3) increasing )
remediating their learning disabilities, and finding

%) implementing the New Pride model. The first
primarily goal-oriented, and the fourth is both goal-

although the boundaries of the i
. Se two categori
.Somewhat indistinct, e e

—

‘ Institutionalization

At first glance,

looking at project success in ter
that is, v

continued existence on local funding,
still functioning now that Federal funding h
Yet when we look more closely at this meas
of the three projects still in operation is f

ms of institutionalization,
seems clearcuyt. Projects are either
as been withdrawn, or they are not.
ure, it becomes more complex. None
} unctioning at the level established i)y
all are operating on significantly reduced budgets,

: kices is much lower than before and some services ‘
can no longer be provided at all. At this point, the issue of “successful

Institutionalization hinges on answering the question of what level and type of
Services constitute a New Pride program. |

: ‘.; wh{;glifhe_keplica‘ﬁon Initiative explicitly listed institutionalization as one
of the results sought from the replication effort,

7 longevity is certainl not the
only valid measure of a pro . .

The New Pride projects were S
defines an organism as "4 complex | |
elemen;s whose relations and
n in the whole," The success of | @!
rganism lives, but is determined .

gram's success.

properties are largely determined by their functio
any organism is not restricted

>

& B

to how long that o
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1o a large extent by the quality o’fuits life. Some of our other success measures,
therefore, may prove to be more illuminating.

Reduction of 'Recidivism and Incarceration
The New Pride model was based on the following assumption: if & project

serving multiple juvenile offenders provides comprehensive, integrated and
& . '
planned servicest that succeed in increasing their academic achievements,

Y T Lo

AP IERE AN,

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.

remediating their learning disabilities, and provi‘ding employmem.: exp.erience.:s 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 su?cess me?sure
for the theary on which the Initiative was based. If New Pride pro]‘ects ac'hfejred
all the these program outcomes and still did not succeed in reducing recidivism

The seven New Pride sites which remained in operation longer than two
years are ranked on oprogram outcome measures as well as successful
terminations, and these cornparative rankings are presented in Table . 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
; h urred is a failure of the theory, not the — . ST ’ io -
or incarceration rates, what has occ ‘ 4 ceration s an remediating learning disabilities. Each site identified youth as learning disabled
. ; idivism and incar v . . ot I . I .
programs. Thus, while the reduction of recidivis ~ | ) | - according to different sriteria and these criteria even varied within projects
cas s et » f project success« ‘ .
Initiative goal, it is not a measure 0 S

B e

over time. Therefore, quite different types of youth were labeled learning
disabled. Even if we were to assume that youth identified as learning disabled
« ‘ R T actually were learning disabled, there is no way to measure the remediation of
Program Outcomes ' e learning disabilities that is cSmr‘nonly accepted among professionals working in
that field. Again assuming tha;‘t\youth identified learning disabled actually have
some type of learning disability, we might examine how many of them actually -
received services aimed at remediating their learning .disabilities. Yet this is

s TRV S BT

As discussed above, New Pride projects had three programmatic goals R
relating to education, learning disability remediation, and employment. These
measures were listed in the guidelines as goals, yet the degree of program

e R L S DINCEE S
'

ified. For example o A impossible to unravel for two reasons. First, educational services provided in the
' 5 ot specifi MHEy VLT : . o) . . . .
impact expected in any of these three .areas; wa.s " ch':ve ment, the amount of A classroom setting were not differentiated as to type of instruction, that is,
; S ' imor ~lients' academic achl g N

while projects were to improve clie

sites also prevents us from measuring services accurately. Those learning ‘5

‘ disability remediation services which were individually recorded do not reilect R
i . | ;
project success. X n the actual effort some projects made to help youth who were considered learning
e ‘ : ‘t the course of the disabled. For example, Pensacola provided many learning disability remediation - . ?x |
Ano i ‘ i i i tant over . ‘ h
Another issue became mcreasmgly impor ’ »A v :;
Replication Initiative: how successfully projects kept youth in the program for o ‘ -
| an e;\tire year of treatment. It was clear that if clients left thve program early, | | .

s
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Table 1

| Rank Order of Sites on Program Qutcome Measures
(A Rank of 1 Represents the Most Successful Site on Any Measure)

Successful

-Improvle- : Atteni Sch0013 vEmploZ- Tefmins-
Site © ment dance Success® ment ations
Camden ) 7 3 B
Chicago 3 - 3 | 7 7
. Fresno 2 1 6 2 4
Kansas City 5 - 3 - 4 3
~ Pehsacola 7 -3 5 2
Proi}‘idence -6 4 1 | S 1
‘San Francisco b 1 2 3 5
1~ Academic improi}e;nent is b‘as‘ed on increases in grade equivalents’

between pre and post-testing on KeyMath and Woodcock tests.

Attendaﬁée 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.

SChobl Sﬁc¢e€§' is derived fi'orﬁ positive and negative reasons for
changing school programs and the proportion of youth to be dropped
out of school during the program. - o N

Employment ranking is.based on the’propkdrﬁpn of clients whq were .
employed during New Pride. e .

\\\

AN

“Successful terminations are based on a composite ranking on three.--

s .3 v - 4 . 7 “ - ‘ . the
measures: the proportion of clients who term ,inated éucce§sfpuy3
proportion who completed the program, angipthe.average t;me chgnts
spent in New Pride. - v : . S

&

s 7 wirsry S

services but documented only 2 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 réquired to rank order sites on the measure of
school attendance is only available 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 scrupdlously collected, for
example, where youth 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'df the New Pride Model

Anothér critical indicator of project success, in addition to the measure of
pr‘ogram‘ outcomes, is the degree to which projects actually implemented the
New Pride model. Before one can determine the level of success of a project,
-one must first 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 implementation at each site is detailed in the ten case

studies of replication which are included in a_‘flsupp'lement to this report. In

addition, Table 2 ranks the sites on how thoroughly they provided a range of
services to their clients.~ As the table indicates, this ranking is a composite
ranking of the proportion of clients provided each type of service.

Beyond the issus of whether projects implémented all the service
interventions of the New Pride model, the quality of impleméntation becomes

' ‘paramount: Were the services planned, individualized, and integrated? ‘These




Table2

- Rank Order of Sites on Program !mplementatxon Measures
(A Rank of 1 Represents the Most Successful Slte on Any Measure)

Range | | IR Planned

San Francisco"

of Diag- Objec- Ser-  Services Objec-
‘ Services nostic tives -vices  Actually  tives
Site - Delivered! TestingZ  Set3 Planned“ Dehvered5 Updated5
Camden T 6 6 5 w7
Chicago 5 7 7 6 6 . 6
Fresno 1 3 1 1 1 1
Kansas City 7 4 4 4 7 3
-~ Pensacola 4 ;2 3 3 5 2
- Providence 2 5 2 2; 3 5
3 1 5 7 2 P

Sites were ranked on the proportxon of clients provided each type 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 proportlon of chents administered each :
" required diagnostic test (IQ, WRAT, KeyMath, and Woodcock), and
thxs measure represents a composxte ranking of those.

:‘I'I'us measure is based upon the proportxon of chents for whom
objectxves were set., ‘

.

e

_This measure is “based upon the proportxon of chents for whomk
servlces were planned. .

;Sltes were ranked according to the proportlon of planned servxces of
each service type which Were actu rlly dehvered, and tlus measure is
a composite rankmg of thos :

7\:

' This measure is based upon the proportion of chents w1th ob;ecuves
updated at any time during treatment. R .

»
b
\

Voo
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factors constltute the core of the New Pride model, and the degree to whxch a
project reﬂected them is a vital measure of its success.

These three aspects of the treatment strategy overlap and are
interdependent. The first stage in planmjng a client's treatment invocives a
thorough needs assessment and diagnostic process. When the client's needs are
identified, staﬁ members from the various components convene to set specific,
measurable objectives designed to meet the client's needs, and plan ser*ilces to
achieve the objectives. _Workmg as a team, the staff develops an Individualized
Integrated Service Plan (IISP), a detailed design for treatment which includes
needs, objecuves, 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 carefully constructed and continually
modified plan ensures that the Services a client receives are truly individualized.

" . 'J.'hus, to rephcate the planned, mdxvxduahzed, and integrated treatment
"model of New Pride, the following elements are necessary'

® A complete diagnostic assessment of each client,

‘e An ISP for each client, updated througl*out the treatment
' process'

® Frequent and regular meetings of staff from ail service
_ components mvolved in the treatment process; and

® Actual rvprovxsxon of the planned services.

MIS data provxde mformanon on all of these program 1mplementatxon

_ elements except for the frequency of staff meetings (see Table 2). Service staff

usually met to- set objectives and plan services, and each time objectives were
updated, so that sxtes which rank well on these measures usually had a high level
- of staiitampmnab- Snm&sn:es whxch made llttle use of the IISP however, still
had frequen‘t staff meetmgs, although these were usuaTny“” tormal. . There are
some process data in the site case studles whtch démument the frequency of such s
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interaction, its‘ quality, and the degree to which the holistic service ,dellyery/,;:

o
concept was actually implemented. /},{,

The reasons the New Prlde model worked for youth seems to have had ﬁar
Y/

more to do with the quality of the: relatlonshlps which admlmstrators and scat'f

were able to create and maintain with clients than with any other factors.

Whatever impeded or stood in the way of estahhshmg such relatxcmshlps:

undermined the overall effectiveness and impact of project efforts.

was
In some situations a particular component or set of compor‘ents

' his was the case, “the
implemented in an especially effective way. When- this ’

program could be said to have had a salutary effect on the clients served. To the

A fl o
extent that the energies of the clients were positively directed ov redlr\cte .‘

through any or all of the program components, the program could be sald to have

had a d»scernable favorable impact on its clients.

R
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THE INTENSIVE SUPERVISION COMPONENT

The Intensive Supervision Component was the core element in the holistic

' 'treatment program, and was to provide ‘services to every youth admitted into

. New Pride. Its function wa.s to coordinate and integrate all the services provided

to youth by the program. Through maintaining a close relationship with- the

client and gverseeing his or her trea*tment plan; the staff of this component was
responszble for assuring that the client's neeo's were met.

Model Component Design

Thls component was to be staffed by a Counseling Supervisor and
approxxmately three counselors. The actual number of counselors could vary
accordmg fo the number of clients i in the pregram. Each counselor was to have a

maﬁ:lmum caseload of ten youth in the intensive phase and ten in the follow-up~

phase. \m =g ;‘ ’

»

‘l'l*e counselor's role, in turn, had - .wo major phases. _intake and ‘the

Counsehng/case management process. The- counselor Supervisor was to initiate |

‘the intake pnase by a351gnmg a counselor to gatber mtake information on a youth
and direct ’che youth througn the dxavnosnc process. After the- chent was
, assxgned to- one or more program f‘omponents, the counselor was to act as hlS or

. her case manager and provme ongoing counsellng Throughout both of these

 Intake

e e e

phases, the counselor was ‘responsible for respondmg to any urgent needs that the -

A clzﬂnt mlght have, such as medu:al, dental, transpnz:tatmrr, or housmg W

1 Af.ter’ belng assxgned’ %o a,ssess a. partf.cular client for mtake mto the
‘prog;ram, ‘the counselor was to arrange an mtervxew with the client and his or ‘her

‘ ;iamily. This was usually held in the chent’s home. ‘lhe coun.,elor gathered
;ﬁimfs,zmatxon on the youth's famaly and socxal life, physxcal well-being, and schooi, ‘

N
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| Colmsehng and Case Management

work, and ""co’urt histories. ' The counSelor also collected information directly
from the s,chool, court, and any other commumty agencxes with which the cl!tent_
had been mvolved. '

D,',apnosnc screening was then scheduled and the counselor was responsible

¥ for vseemg that the youth completed the dlagnosne: process. Durlng this period,

the counselor was to hold mml-staffx. gs about the youth with the staff of the

“other program components, so as to share information and insights about the

client. A foz"ma‘ placement staffing was then held, during which the client was

“assigned to ‘one or more program.. components. The entire assessment and
dzagnostu: process, from the time of referral to the formal placemvnt staffmg, :

was to be completed within two weeks.

The .final part cf the mtake process was the preperanon of the chent's

Individualized Integrated Service Plan, the IISP." ’l‘he counselor was to schedule

o meetmgs with the staif of the provram compononts to which the client had been

assigned. Based on all the: mformatlon which had:been gathered up to this pomt,,

-the counselor completed a needs 'assessment, and using that as a guide, wrote

measurable treaiment objectives for the client. These were compiled into an
ISP (an Individualized Integrated Service Plan), which was to be formalized
wzthm two weaks a:fter the program staﬁmgs. The entire mtalfe process was 1o

“be ﬁmshed within four" weexs.

&

After intake was completed, the samie or ancther counselor was assigned to

_be the ciient"s'case manager. This was a multi—faceted role, encom'passin‘g many
-areas of responsibility for both the ”individual client and the while gro'ur“{

N\
\\
/

2 "'he counselor/case manaaexvnad the ioﬂowxng“e*sponsxbm*:es to the cuent.; e
He or ‘she was:to eoordmate all. 4he-services provided by Nesw Fride staff,: o

s
P

| ~conduct at. lzast one glenneo mdzv;dual counselmg eessxon a week, and ,”Jihde
: ‘c;;us counsehng whenever lt was needed.v If the chent needed %ﬁ'vmes that‘ :

?‘?; o

e R . i : . st i
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could not be prov1ded by New Pnde, the counselor was to broker these services

with outside agencxeb. In addition, the counselor was to maintain a relationship .

with the cl:,ent’s Probanon Officer, to attend all court hearmgs, to submit

written reports oni the client's prowress to the court, and act as an advocate on

the cliept's behalf with the juvenile justice system.

C,asenote@ 'were"to be kept for every contact a counselor had with a client.
The counsnor was to schedule and aitend regular staffings with other staff
members involved in the youth's treatment. Using mformanon gathered in these

staj‘fmgs, he or she was to update the IISP.

When the time came for a clxent to move lnto the follow-up phase of

i treatment, the counselor was to prepare a follow~up 1ISP. During this six month

phase, the counselor was to maintain a reduced level of involvement with the

youth, making personai cont,act at least monthly and rmore often if necessary.

L ..ne sroup. Mos.t counselors were to conduct group counsellng sessions;, elther on

oome of the counselor's responﬂbxhnes extended beyond the mdxvxdual to

. A regular basis or when a specxal situation arose that rieeded. to, be dealt with by

the group Each counselor was 10 plan and supervise recreational acnvmes at a

level recomrrended by the model of once a month.

T AR 2 T

o ':Iinplementétion‘

o

Amazimii""y, at riioet- of the Neo} Pride projects, the counselling staffs were

able 1o carry out thezr complex set of tasks very effectively. The counselors
' provided intake, case management, and counsehng services to almost every.

cllent admmed into a Rephcanon project. The Intensive Supervision Component
was n'nplemented at all ten sxtes, and at most of them qu1te well.

‘l’he tasks for. which counsel.ors were responsible fell intc three categories: '
'dxrect servxces, liaison, and record-kzeping. In general, the counselors were hest
f«f-equxpped to provide direct services. A number of the counselors had "street

T .1
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worker" backgrounds. Many had training in counseling and felt comfortable in
the role of case manager. They often developed close relationships with the
clients and became familiar with all the aspects of 'their lives. Many would pull
them out of bed when they failed to show up at scheol, see them through

 interpersonal crises, or be there t‘o' lend support when they had to appear before

the judge. Most counselors saw this role, as the youth's guide and. menth', as

R

their most important task.

Performing liaison functiens with other New Pride staff, outside agencies,
and the court usually meshed well with the direct service aspect of the

‘ ,counseior's role, as these functions were clearly related to the needs of the

client. There were, however, time pressures. A counselor might suddenly be

' needed at the project to handle a crisis situation at the same time a meeting was

scheduled with a Probation Officer. In fact, the court liaison duties tended 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. e

glesponsibilities to record information were the greatest source 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 buiid with a
client. Later record-keeping tasks proved even more agomzmgr Few counselors
~had any idea of how to write measurable objectives, and even after attendmg

special training sessmns for this, many still had difficulty in preparing IiSPs.

Recording each contact’ w1th a client, when most of these were informal and

‘spontaneous, was especially difficult. Unless recorded promptly, they were

easily forgotten, and other duties that seemed. -more important often took
precedence. Counselors resxsted spending their hmn.ed time and energy on these
tasks.

*
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Difficulties with the Component

As was the case with the other components, the Intensive Supervision
Component had frequent staff turnover and forced staff cuts due to d1m1mshmg
project budgets. Consequently, some counselors had to take caseloads larger

- than the prescribed twenty as well as taking on addrtmna.l responsibilities. At

some sites, counselors had to plan and supervise all recreational activities,
superviSe work crews, or find jobs for their clients. Their court responsibilities
iricreased as well,~and counselors were responsible for getting referrals at a
number of sites.  This proved especially 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 proﬁects.

Sites dealt with these pressures in different ways. Some simply reduced
thexr services, offering few recreational actxvmes 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
‘1o their casework activities; one would be assigned to the court, one to run group
counse hng sessions, and one to monitor classroom attendance.

Three sitesr.ugreaf"éd.,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 improved the projects' relations
with the courts.

Aduevex ments

As well as bindi'(ng 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 srtes, counselors held group sessions for
all clients on a regu!;ar weekly basis. At these sessions, both youth and staff had
a chance to deal wnh zmportant issues that affected the functioning of the
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project. They discussed interpefsonal conflicts, behavioral rules and sanctions,
and they planned trips and special events. The weekly group session became an
important paft of New Pride for all the participants.

A number of projects,v realizing that they could not -effectivefy trefa.t t.[;e
child without also treating the family, placed a far greater emphasis c:n i:: z
involvement than had been in the model. At one site counse.lors. woul re o
troubled family to an outside therapist and act as co-thera;.ust in the se.s .ec;
Another site formed a Family Intervention Unit. At 'stﬂl anothe; pro‘)r *.ﬁ s
counselors would make a monthly home vxsxttﬂg\meet w‘rth the family.
»iﬁvolvement with the family usually facilitated the:client's improvement.

A"t most sites, the Intensive Supervision Component wgs T:he glue thathheid
the project together. The counselors worked as a teal.n wn:hI th; efi::a:‘ :u :
employment staff, diagnosticians, and other service provxders.f n o o,ne
faceted role, they provided stability to the clients and other :taf mem . :

‘ vProject Director called this "the most important cprfaponent.

The clients concurred. They rated counseling as the servic.:e ‘that help?;i
them the most; over 94 percent of the clients who filled out exit surve'}"s six °
that counseling had either given "some help" or had "helped a l?t. ﬂ;e
overwhelming majority expressed saﬁsf;ction with the amqunt of ulme an:
spéht with their counselor, the counselor's efforts to follow thrq‘ugh o§ p ar;s;, "
the amount of trust they had in their counselor. In many xnstarn.ges, - :s .
maintained contact with their counselor long after they'left Ne’wP}r{del.. s
certainly a testimony to the impact these counselors had made on their lives.
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- Pride programs, on
' service program and at one of these, a ne

~ of the other services.
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. THE DIAGNOSTIC COMPONENT

to meet their individual needs. In addition,
clients with learning disabilities (LD) and to
such disabilities so that their particular de
diagnostic component was considered essentia
of the relatively well-established assumption

juvenile delinquency mediated through school
the learning disabilities are "remediated,"

the tests were to identify those
delineate the degree and type of
ficits could be. remediated. The
I to the New Pride model because
that there is a link between LD and

failure. It is hypothesized that if
recidivism will be reduced.

This component,

however, was perhaps the mdst difficult part of the New
Pride model for new

sites to implement. It is complex,
very controversial. All of the replication projects succeed
10 some degree, but only one site has diagnostic data whi
significant proportion of clients received all the required t

highly technical, and
ed in implementing it
ch demonstrate that a
ests (Pensacola).

Lack of Familiarity

One of the main reasons - the dia
implemented at most of the replication sites
no bac!<ground in dealing with the diagnosti
its use. Among the/,_xg\n parent agencies whi

gnostic component was not fully
was that most project directors had
C process and little familiarity with
ch were selected to implement New
used diagnostics as a part of their
W project director was hired,.whp had

Iy two had previously

had no experience with diagnostics.

Perhaps partially because of this lack of familiarity,

a number of the
project directors were skeptical that the. ,idgntiﬁ‘cation of learning disabilities
and their remediation would have an

Yy moie impact on client recidivism than any

Some administrators remained skeptical. After two years
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of managing a replication site, one project director said,. "We trav'en't seen Lallb :sn
being as major an issue (as the model assumes it to be.). LD isn't ?;S cruci )
issue in a kid's involvement with thg‘ (juvenile justice) sy§tem. ~In t;pe
intérviews, other project directors declared their skepticism.

Lack of Data

At the onset, little evidence existed to substantiate the value of the

. . . n
" diagnostic component as a part of the New Pride model. This fact alone

(éngendered a certain amount of resistance from project directc:;s. . Refset:;::
r'e-.szai?té':‘of{ New Pride were made available from three sources‘. all o e
stﬁéies, diagnostic data were too incomplete to allow cor-lg:lu?mns to b;e ;z;ou;
Thus, this component was included in the New Pride rephcatmn model wi :

havingvbeen fdlly evaluated.

The LD Label

Some project directors had other concerns with diagnt:.st;¢s. ‘l.'here was
some feeling that diagnosing a youth as LD would hgvg ia neganv? labelmlg efft::ct
on that child. For this reason, ore sitve‘ refused to identify any clients a:s earn.mg
disabled. In a different city, all of the clig;nts were. labeled behavmr-
disordered” so that they .would quality for free public services .suchﬁas bus far:,
health care, and iree lupches. The LD label was not segn as important to the

operations of the program.

Diagnostician Shortage

Another serious obstacle to. implementing the diagnostic component was

{ " - - . : . . . tes

the difficulty programs had in hiring and keeping quahhed d;agnostxcxarjs Sta y
require diagndsticians to, have various kinds of credentials, and some sites foun

it difficuit 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 directors. The demand for
their services is such that they can usually expect some job security and regular
salary increases. Unfortunate!y, the New Pride prbgrams were unable to provide
these because of _theif sh}inking Federal funding bases and erratic funding from
other sources. As a result, every New Pride site which continued past its second
year experienced a turnover -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 yse their services on a consulting basis. For periods of time, one
site used a student intern to test clients and another had a teacher doing ali the
testing; One site actually had their evaluatm: determining which clients were LD
by applying parts of the model's algorithm for determining LD to the test score
data in the computer. These 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 diagnoétics.
assumption of the replication model was that all youths
would then be placed in an appropriate classroom on th
results. The Denver model included an LD remediation sett
from the alternative school. In fact, in all but two replication projects all

students, bath LD and non-LD, were Placed in the same classroom.
programs fhad individualized learning

One
would be tested and
e basis of their test
ing that was separate

Most
programs for each client within the
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| . . .¢ LD identified clients We
. - ~+or said when asked if 1
. As one project director . idualizing the schoo
dassroom. serently from other clients, "As far as m.d%‘" - tor everybody:
treated differ LD and non-LD), we don't. We individualize . classroom
tween com S arate
packe® o ognize the deficiency in the kid." Since 3 se; ressing need to
But ve e gth exception rather than the rule, there was P :
situation was the

i udents.
‘complete all the testing before placing studen

Use of Test Results

| s used. Many New
E fter testing was done, she results were not ai:v:ai}'1 S o response 10
.Even 3. pe of limited value. ~
test results 1o DE . stance
: members found the i , 1 technical assis
pride s2® ked of all sites about diagnostics by Denver's t - evels of the
ions aske . W
ques‘m‘: were repeated comments that particular tests 0 e ane site, the
team, there ~ to the program.
. or relevant ; oy reall
o neither useful n ] st results, " really
battefy_ We; ordinator admitted, when asked if he used .te CRE grade level
e bottom line, only need to know the operationa
?
don't. I, at the

. _
and where this Kid is at in reading.

oh of the testing produced results which no‘one use.ad; P"‘:::;
e o e juctant to put money and time into diagnostic .As e
adminis“ators o by the specifications of the model to do so- 4 who
were required, hov:e vet), need to know why data is being accumula;ed ::1: sive
direcf’or report.itt: (:i: added, "(We) need more clarification as 10 why te
will be using 1te .

ds.
- ghould be given consideration above program nee
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~ e ‘same site
' he kids" At the same Si
ixin hady. ] would retest all ¢ ‘ hers as
ults and the Kid in bodys | Ip to the teachers as

e res;msreported ‘wThose diagnostic tests Were more help 0 1

counselor 2 | i 5

2

Id
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opposed to the counselors, because they could let you know the youth's academic
k‘aisil\ity. We wanted to know more about the personality and things like that. So

we would do teszs in addition to those tests.”
Diagnostic Battery

The difficulty of implementing this component was ‘compound_ed by
problems inherent in the diagnostic battery itself. Although this component was
_presented to projects as a part of the replication and its design was to be strictly
’foiic:’wed, some administrators doubted that all of the tests had been used in the

originai Denver New Pride project. - They certainly had not been used in the

fqr/,"%nat designed for the replication program, the final version of which was the
product of negotiations be’tweeh Denver New Pride, the director of the Research
‘andi Development Project of the Association for Children with Learning

Disabilities, and the local sites (each responding to different state laws).

The level system in its original form was seen as inconsistent. All clients

' had to receive Levell testing, but only those suspected of having learning
disabilities, psychological problems, or other handicaps were to receive further

testing. - A major criterion in identifying LD was that "the client demonstrates a
significant discrepancy between intellectual functioning and academic
achievement." Yet the iriteiiigerice test was a part of Levelll, so a discrepancy
could not definitely be dgtermined unless clients were tested beyond Level I.

At every replication site, cbmpiaints were aired about the diagnostic
battery. These were directed against the specific tests which had been
mandated and the levels at which they were to be administered. Issues were
raised about tests not measuring what they were intended to measure, not being
normed for the age group of the New Pride clients, and being redundant. Some

sites had particular problems with measuring IQs or with »-pther selected
measures. '
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As a result of all the complaints and confusion, 03JIDP encouraged the : v
formation of a National Committee on Diagnostics, formed of the diagnosticians B . redundant information.
from the replication projects. In addition, Dorothy Crawford of the Association ‘ ' - o
for Children with Learning Disabilities was contracted by OJIDP to review the ‘
diagnostic patkage and to provide technical assistance in bevising it. All the i o
diagnosticians were invited to attend a Quarterly Project Directors' Meeting and
discuss the diégnostic is§ue. After ‘this meetgng,' Ms. rawfordzénd Ms. Carpl ER 7; T  Project directqrs‘ and 'diégnasggians were unsure < |
Heschmeyer of Denver's technical assistance team made site visits to all - ' questions about the bat tery. They éddressed~ o ‘:e‘: :h.om to a.ddVQSS’their
replication projects to gajher further input about how the battery was being gsed evaluators whﬁ,.» having o expertise in the ares )!'- : their questions to the
and what changes needed to be made. After these site visits, a revisgd”paf:kage Denveﬁrﬂ New Pride technical assistance team. y e §;r ed them back to the
was produced and presented to the replication projects for their adoption. This | , L ‘

ey

o RS

- Technical Asslstance

TN

differences in how the battery was used. Denver's technical assistance team
gathered informasion abeut the diagnostic component from the seven remaining

revision changed the level at which some tests would be administered, deleted . o e This general co’nfusion was ex b , o
. gt s : . ] , . M W {acerbate ;
; some tests, and clarified the definition of LD-and timelires for pre- and post- FE diagnosticians. Apparently, new diagns tici 4 by the high turnover of
,. ‘ i ‘ L ‘ o s : e ) bl Sticlans seldom were traj in
/ : . e ~ s art e s rained in th
testing | - S - particulars of the battery by their predecessors, so they would have to sol the
! o Same problems all over agaj i : | ve the
L . . s ; gain on their own. i ; : .
! Even after this concentrated focus on diagnostics and the careful revision ’ L radically from the mode] (Original project t :h " solutians often diverged
. e ‘ . . . . : : ; » , . 1Ein ect techni i .
: of the testing battery, there was still confusion, dissension, and .radical o : - - been lest, misplaced, or removed from thj ) m)cal assistance materijals had
| e s : , @ premises. '
i replication sites and published a report in June, 1982. They found 2mong the Evaluation Data from the Replication Proj
k e . .. . ’ = X . o . . n ects
sites an "...apparent selective elimination of complete or partial-ievels of testing B ' )
for a significant number of clients! Many clients, a majority at some sites, N :
Si8h 4 » A-mAjenty at 9 - B Unfortunately, because of the difficulties outlined above that replicati
: ' tion

were not given all the required tests. The MIS data fully confirm this finding . " oe expecienced with the | oemaetc bty
S il

BRs T

) Several unresolved J_,i.s.»Sﬂés/ : ggmaiﬁé&"even afte,yé/ the battery was revised.
Many sites were t;b,su":‘é;_*a/sf*fé/which tests were "méndatory ‘and which were
optional. Fg;v»fsétbéf'féggs, scoring was a prqblem‘; On the Woodcock, oﬁe; of the
two tgsts"siﬁﬁch was to be given on both apre and a post-test basis, two different
f;c.yo’i"iﬁg scales were used and there weré addit‘ion_al variations in scoring test
" results at the ‘high end of the scales;}}, '

a » ‘

four percent of al] clients from ten sites

LD ;dentified clients is too in

evaluation data on this component,k :
ted LD, is very sketchy. Twenty-

were identified as LD Of
o t . the LD
group, at most only 24.7 percent were given a complete level II, which is the

:Zsizzz:tevgl desi'gned to confirm a suspected diagnogi,s* of LD. (10.5 percent of
e s wef'g g;veq a full level I). At Seven of the ten sites, no clients were
o bas‘.com;:a‘lete level. II. The one test that was required on both a pre and post-
es ;s for all LD clients was administered as 3 pre-test to 21.9 rcent .

a post-test to 7.4 percent of the LD youth. Con‘séquently, the diagl:sti: d::: ::

particularly on those youths who are designa

corplete to be

. ) ../I";’j? . s E 3‘:\1 ‘ ! - ) used ‘ i .
There were additional problems in that the battery was not really designed results, . as a basis for strong evaluation
to be compatible with loca"f‘s‘c’:hool district or state testing requirements for the ! '
e ; . . 3-45
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The issue of the reliability of the diagnostic data presents a serious
problem. Early in the rephcatxon, Dorothy Crawford included this warning in her
"Report on the Diagnostic Packet'"

“‘l'here is nothing to substantiate any attempts that
perhaps have been made to estcabhsh rehabmty procedures for -
seeing if different diagnosticians are ratiiig kids-in a similar
fashion. Interjudge reliadility becomes crucial in as much™as
this is a repiication project which is being conducted in several

sites simultaneously. So, not only is there a possxbﬂ.vty for error . :

to occur within 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 words, it does not
-appear that there has been any kind of indzpendent vahdxty and
reliability check on the procedures that are being used in this -~
project. These errors are crucial and could, in fact, mvahdate. R

the entire LD omgonent of PNPR.

(4

.«;‘.

_,_,::':wstmg. Indeed, wnth the rev151ons of the testing battery and the contmual
_-turnover of diagnosticians, the standardization of testing broke down even
~ . further., In ~some cases; new d;agnqstxc:ans had no access to replication

documents expisining the battery and in many instances, tests were edministered
by people untrained in diagnostics. As noted above, some sites used altogether
different s ormg scales tor tests than those which were recommended for the
replication. ‘

i

At prcﬁent, we have no c!ear 1dea on what basis sztes have xdentxfxed

chents as LD. Quite different defmitmns of LD have been used among the sites

and even wmthm individual s11:es at different tmes. In addition, there are so few
test scores for ihese yduths that we cannot check this de51gnatmn from the
dlagnosw" data by usmg an algonthm.

H«ﬂnce, it 1s unpossxble to determme if youths ldentxfxed as LD are the. |

same I«.mds of youth with similar types of learning problems, Without valid test

score‘ﬁ onsxstently‘ and rehab'v admmxstered, the Natxonal Evaluanon can say\

A e,

very ’[Lrt.e aoout the extent of LD rem&.sa(cxon that was accomphshed Wdits
1mp¢ct on recidivism. PO e e T :

J; i 3
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.No steps were taken subsequently to check the reliability of diagnostic ..
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Project Impact

When polled in the an‘in of 1982 about this component, only one project
said, “We like it the way it hs." This was the only s;.te where the project director
had had experience with dzagnostxcs prmr to replicating New Pride. In an :
interview with the National Evaluation, one project director commented, "I don't

thmk _the ;nsxghts provided by testmg have given enough results to justify the

resources requu'ed. The results of testmg don't seem much more insightful than

_the perceptxons gained from intake interviews." Another said, "The diagnostic’

unit st teo expensive and overblown. In this day am’! age, people are not J
1mpressed thh this componﬂnt. If a kid has real problems, he should be sent to 1
(a) medical center." This dxrector went on to add, "There was far too much
diagnostics. © One hundred percent of 10 percent of the data would have been

1

better."

Of all the compornents of the New Pride rephcatxon model, diagnostics was
the most controversial and was considered by many to be the weakest.. . It was a
new service type for most projects to provide. It was. expensive, time-
consummg, complicated, and the resmts were apparently of lmuted
programmatic benefit. The data gathered from diagnostic testln were

incomplete and their reliability questionable, especially regarding learmng
disabilities.

3-47
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ALTERNATIVE EDUCATION' COMPONENT

In the New Pride Replication model, the alternative ed_ucation component
was designed to provide regular and remedial instruction in a classroom setting,
" and for those clients diagnosed as learning disabled, special education ...

remediation planned to meet their individual ‘.,needs. ‘:CLLLtural educatign was to
be offered to all students and was to'be provided primarily by-velunteer staff.

The Alternative School, as this component was. caiied, was to be. staffed by two

classrcom teachers, one speech--aid language teacher, ‘and one learmng
disabilities (LD) teacher.

4

as well as the dxagnostlc component.

The Replication model assumed that most New Pride clients would attend

the Alternative School. It was expected that a few clients who did not have poor

N grades or behavioral problems in their public schools would remain in_those

schuvols. Also, clients sixteen and oclder who did not want to atte:"d/school could
pursue vocauonal, rather than educanonal, goalv "i’he ‘rest of the c.lxents,
presumably a majority, would parnc_pete in the New Pride school.

P
oyt

Ac’"ordmg to Replzcatmn gmdehnes, youth were to; oe accepted into New
P:rxde in cohorts rather than on a continuous basis” ‘l'lus system was considered

- to be especially 1mportant to the school, for it wag: ieared that classes would be

‘ disrupted if students contmueliy came-and left throughout the semester. Half- B
day classes were to be held five days a Week for a total of 15 hours Of T

instruction. It was expecied that arranger_nents would be made wi th 104 &4f"school

e

districts to award students-transférable & "edits for theu' work.

348
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Instructxon in_both the regular/ rervedxal and the
special_edu catxon classes was to be 1ndtvxduahzed Wb}.le ‘the staff to student
: ratlo was. to be one to five, the use of student mcern volunteers was to provide a
one to one rano. The Diagnostic Team- Leader was to superwse th;s component.

£

Implementation

Among the Replization sites, the Alternat:ve Education Cornponent was
one of the best organized and most cohesive comporents. At a number of sites it
was the strongest program component. Only one project was unable to fully
1mp£ement the Alternatxve School and this site had dxf 1culty with all the other
components as well, o :

At a few sites, some staff meml;ers and’ even admmxstra ors held "anti-
_school" attitudes. Where thxs was ‘me case, the Alternanve School had difficulty
getting the resources an W support it needed and deserved. This created some
hardships for these "schools and their staffs, but did not have serious
consequences. Dedicated staff members managed to provide quality services

desp:te opposmon.

Yariations from the Model

None of the ten Replication sites followed exactly the mor'el's staffing
plan. Over time, the Alternative Schools experxenced a vanet} of different
staffing patterns. Most projects created an educational supervisor position with
responsxblhty solely for this component. Contmual staff turnover at aimost
every site, combined with fluctuating numbers of students in the school, meant
that clags sizes changed frequently. At brxef perxods, a s:;hool might have
operated with only one credentialed classroom teacher; at other times, it might

have had fxve teachers, some of them quahfxed "special education" teachers.

Seldom at any precject 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 and supervise the voluntzers, and the teaching staff was
quite often tco busy with' their other tasks to be able to cope with this added
burden. - It was not uncommon for voluntoersl -after bemg trained, to leave
sudde 'ﬂy to take another ‘job or for some other reason. This was an added
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disincentive for teachers to put time into volunteer staff. Thus, while most
projects dld use intern volunteers in the classrooms, 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 desired.

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

corning 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

another it was close to n.ali for staif at tiiese sites made every effort to keep"‘*‘

students who were able in public school. At 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
classroom. This latter group fell under the definition of being either "socially
malad;usted" or "emotionally disordered,” yet their offense hls'tones did not
meet the New Pride ehgxbmty criteria.

LL o

At Denver New Pride all the youth who were diagnosed LD received
remediation at a facility specifically designed for that purpose, separate from
the Alternative School. ‘l'herReplication model did not call for two facilities, but

did specxfy that LD students should receive individualized remedial services from |

‘ specxal 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.

At most projects the LD and non-LD s;udents were combined in the same
classroom. Within that setting many of the LD students did receive special

f(

[
"
i
i
i
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instruction and attention. In general, few projects were really convinced that it
was useful to maintain a sharp distinction between the LD and non-LD clients.

State Education Requirements

In their different jurisdictions the 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 incredible challenge
for these agencies to satisfy all the requirements for state accreditation at a
time when they were putting together the complex New Pride program; it was a
major accomplishment when they succeeded. Subsequently, 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. At one site, a local public
high school treated the project school as an extension of itself, and the students
were oificially enrolled in the public school while they attended the New Pride
Alternative School.

The issue of tuition monies for students was a tricky cne for most of the
pro;ecms. Schools naticnwide are provided money on a per-student basis, and
most. su'xools are desperate to get as m’uch of these monies as possible. On the
other hand, many of the New Pride cher\\ts were so difficult to deal with and such
disruptive influences that the schools were happy to turn over their education to

- someone else, Naturally, if the replications accepted the responsibility for

prey1d1ng educational services to these youth, they felt they should be entitled to
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their allocated tuitions. Almost no school district would agree to hand over any
tuition money; Rather, in most districts, 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 *learning disabled."
Consequently, sites often had to deal with multiple eligibility criteria in addition
to the basic New Pride criteria.

Several sites maintained 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 of
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 -

difficult 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 sites 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.

i
i

Obstacles for the Alternative School

All the New Pride Altetﬁﬂaﬁve. Schools had td deal wifh three major

- obstacles:  high staff tufnovér,' discipline problems, and a high rate of

absenteeism. The staff turnover, as was discussed above, continued to be a

3-52

problem from the projects' beginnings. Losing one or more teachers disrupted

classes and forced class sizes to rise, reducing the amount of individual attention
any one student could receive.

Maintaining discipline in classrooms of multiple juvenile offenders was a
constant challenge, especially 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 g0 to
clients' homes to bring them to school when they didn't show up on their own. As
budgets tightened, staff no longer had the 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 non-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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GED Preparation

Across> the replication sites, teachers added a new type of instruction
which was not emphasized in the original model = GED preparation. Seeing that

| ‘many if not most clients lacked both the interest and the credits to be able to

graduate from high school, teachers realized that the most _practical goal f-or
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 stitl m the

program, many more went on to pass it 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 compohents operated in the Anacostia area of Washington,
D.C., within a project that was considered to be deficient in most other respects.
The Alternative School in Boston, another site where many of the other
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 tor

i

helped them a lot, .
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THE EMPLOYMENT COMPONENT

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 producti&e labor, it has also rendered the types of
occup:—itions 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 that they have
failed or have lacked the opportunities to succeed.

Young people referred to New Pride often suffered from scéial 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
evéry 20 clients. | One of these staff members was to function as the
Employment Supervisor, being accountable to the Project Director or Assistant
Director and sﬁpervising the other staff. Thus, there was to be a distinct
employment statf With well-defined functions at each site.
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The tasks of the employment cbmponent included the followings

Conduct an assessment interview: After clients were referred to the
empioyment cr.omponent by their counselor, one of the employment counselors

was to interyiew the youth to determine his or her emplbyment needs, desires, Throughout this process
. < t4

the employment cou

and experience. e . With the youth's caseworker/counselor, so nse‘lor vas to work closely
e ‘ i , v general activities and progress in ;theras o stay informed of the youth's

Provide job readiness training: This training was to be directed toward , employment activities were to remain in areas.  Through this teamwork,
preparing the youth for the world of work. It was to cover such topics as ‘ services. main Integrated with the other New Pride

e R s

transportaﬁon and map reading, job interview skills, and preparing and

submitting job applications. : : ~ Most of the Replication
A Some time, found jt very diffi

sites had experimented quite s

Projects, even after they had been operating for
cult to ocate appropriate jobs for clients

A S

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 v | by starting businesses, Hopi::ce::::l lrh:wth eTIng thelr own jobs for youth
vecational goals. One of three placement options could_l;g,,chosen: on«the=-job | ‘ employment Components, 0JIDP made it S approach would strengthen sites'
training, direct placement, or referral to an outside employment program. If the ; -encouraged all sites to pursue it. This ad - part of thf* New Pride model ang
first option was chosen, New Pride or some other funding source such as CETA above: $ added the following tasks to those ljsted
was to pay the youth's salary. If the second was selected, the employer was D
g usually expected to pay the salary If the‘ client was refer}'ed to another ’ | | ' lf ° Research ang develop new product line

©  program, the gmpldyment counselor would not be directly involved with finding a ’ o Findm . ines

{ jobs or the job referral/negotiation process. He or she would, however, monitor : € Capital for these businesses

; . . o © S .

, the chgnt's progress on the job. ~ ; mia;:i:g’ uﬁ;‘s‘il:f:lsvzzntgres in which clients could become

Job development: Once an’ appropriate type of job was selected, the ® Supervise the operations of an ongoing business

” employment counselor began the process of searching for such a job. The model '
did not encourage the development of a job bank, but recomimended that each job
be deveioped individually for each client. Potential jobs were asseésed as to how R4 | _ : Implementation A '
supportive the work environment would be, the level of supervision that would be N on fcross the Sites
provided, and how >long the job could be expected to last, given acegptable ‘ ‘ ‘ As with the other components, sites varied wi i
performance by the client. | - | | the employment component. At Los Angeles, th“:cci:e:;;n o they implemented

j ' ' - 8round, although . ‘ onent never got o

! ‘ interface in the referral process: Although the employment counselor did services were io :efepwro}:::z ‘::r: l:::;:in j°:’ s Franclsco, _eiplo:rfn:::

‘ rac ‘

not arrange for the client to be hired, he or she did assist in the negotiation - ual basis by another agency. This

process between the employer and youth.
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Two projects were able to provide only job training and career awareness
services to the ‘majority of the clients. In Chicago the origiral 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 development and placement,
due partially to tight local restrictions on the employment of youriger and non-
union workers in many jobs. Another cause of dn‘.ﬁculty was that at both sites,
the Project Directors were unfamiliar with thns service and provided minimal
support and resources to the employment component. As a result, fe»; Chicage
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. ” ‘

At 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 iu'gh proportion of
clients received vocational training and were placed in jobs. This success was
due to good anages with the community and good' administrative direction.
They were able to use local employment agencies and tap into local and state
funds espec;a.lly desxgnated for youth employment.

L] I
t

The Camden site proVided excellent 'sesvices to its clients. Prior to being

awarded the New Pride grant, this, agency had been a part of the county CETA.

The provision of employment services was such an integral part of the agency's
purpose that all the stafi 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 employmnt.
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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 of 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 linkages with
local businesses and agencies throughout the community. The only New Pride
projects successful in finding job placements for their clients 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 agenmes in their communities might
have been better equipped to prowde.

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 take risks and invest a great
deal of time and 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 busiress ventures successful. "

Achievements
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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serviées, including the placement of clients in jobs. Considering the seven sites

which continued past their second year, 62 percent of all clients admitte§ prior
to January 1, 1983 were émployed during their stay at New Pride, usually in a
supported work situation (New Pride or CETA wage source - 60 percent).
Private employers were responsible for providing and paying for an addi\tidnalﬁl
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 completed a course in
job seeking skills, or adjusted sufficiently well tc other components of the
program. Of those clients who had completed at least three months of services,
64 percent received employment experience, an excellent 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 busine;ses 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 expacted to find their own jobs and many of them did.
All three of these projects implemented exceptional employment components.
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THE PROGRAM EVALUATION COMPCNENT

At the local project level, the most important goals of the evaluation
component were to increase the availability of infcrmation to managers and
funding sources, to provide more timely information for decision-making, and to
provide an increased level 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 prograrh«@lways had a full-time evaluator on staff.

Effective management of pro;ect information was the purpose for which
essential pro]ect data were specified, collected, and retrieved to serve a variety
of management needs. Since evaluation data were seen to be of"equal value to
managers and evaluators in judging a program's performance, PIRE instituted a
computer networking system designed to serve both the managemeﬁt 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 successful as an evaluation tool and was
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 ‘coﬁkt'i"nii“éiif;;@;;ugsigte

client and comiparison group follow-up data from remote terminals to which they ...

had access. By the time the replication program ended, CONFER:PRIDE had
“been the longest running conference at ‘Wayne State University, whose large
computer system the projects had used on a time-share basis.

Acceptance and Participation: All ten sites made at least nominal use of

the computing system for checking on messages. When the system was first
established, people's participation was bimodal, either quite active or aimost
completely nominal. Norne of the local projects had had any experience with
other computing installations. One of the projects had to pi'ovide parallel data
to local "management information system," but the system was almost entirely
manual. Another ical project tried to implement its own case management

- _system on the Apple II microcomputer, but lacked the necessary funding and

computing skills, A third project ran its own local system on a TRS-80 Model 2,
using software recommended by people in an on-line conference on

'microcomputety's.‘ One instance of computer murder was documented early in the
| initiative. In this ‘c/ase,A a frustrated counseling supervisor pulled the "ears;" or
modem, off of a Tl 765.

Technical assistance via on-line conference and electronic message was
almost entirely restricted to evaluation matters. Technical assistance on
operatioﬁa'li issues of the New Pride program was almost entirely through other
channeis,;éven though the technical assistance contractor was also a user of the
computing system. One possible reuson for the failure to use the message
system as a technical assistance medium is that the project directors and their
assistants did not have experience with terminals, did not know how to use the
message system, and did pot want to use their evaluators as communication
mediators for operational matters. L

Power Versus Complexity: The Ne.w Pride computing envircnment was
both poWerful and complex. The opera.ing 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 different files at

12 locations is a complex task, even in the friendliest of environments.
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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; political _equity demanded that the potential
benefits of the program be broadiy available.

This geographic dispersion meant that there could be relatively few
meetings 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, geogféphic separation imposed certain limitations.

Diversity: The replication sites had different clientele and legal
environments. One of the most important pieces of inforrnation was the crimes
the clients have been convicted of committing. Since the projects were
established in ten different cities, ten separate criminal and juvenile codes had
to be mergéd into a comparable coding structure in order to allow comparisons
to be made across programs. The diversity of the programs and their
environments made it necessary to spend much effort in developing common
vocabularies which could then be translated into commcon 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 paraliel codes
bearing their local names.

To cope with the diversity of the projects, time was spentv on reconciling
people to the limitations ~f the data system, while simultaneous efforts were
made to maximize the data system's capacity to acsept diver‘sebdata elements
which could later be normalized to a more restricted scheme. This task was
long, as in any 1raditional applications development process where an
organization develops a system for the user. It usually ranges from months to
years. In the New Pride Replication P-agram, it took about eight months to
complete the pfocess.
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Lack of Development Time: Because PIRE, OJIDP, and the replication
projects were unfamiliar with the implementation and operation of network-
based data systems, everyone initially believed that the system would emerge
overnight somehow fully formed. While all bought into the concept and were
excited to see what it could deli;rer, patience grew thin as the steps and realities
involved in a more extended period of development became apparent.

The establishment 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 know-how had to be available on the naticnal evaluation
staff if PIRE was to remain responsive to the projects' needs for technical
assistance and training.

Establishment of anything as new "and mulﬁférious 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. PIRE'S winning evaluation proposal
assumed a more conventional approach in which on-site evaluators would provide
central staff with hard-copy data to be keyed into machine-readable data files.
Few of the central or on-site evaliiators brought to the effort much computing
experience, and none were professional computerniks. The adoption of a single

shared computing system was exciting 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.

i
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Limitations on Trainings 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 system, 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'j"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 evaluation

staff, all sites but Los Angeles, San Francisco, and Pensacola retained at least
one person who had attended all the training sessions. "

Competing Raquirements: In theory, the project evaluator was supposed to
be responsible only to the natiénal 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 projects' 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 informatio:i, and in some instances
proposals, a situation which creé‘!:gd greater cocperation by project directors, but
- which also strained the evaluatorg' cépacity. |

Raole 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 Replicaﬁon, an on-
site evaluator normally communicated with a member of the national staif once
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 groupk
for the evaluator than the group of natiorial or other on-site evaluators who were
geographically distant. This changed as time went on, fafniliari*&y grew, and the
evaluators became united by virtue of the similarity of their problems and tasks.
Nevertheless their first commitment remained to théir own projects. |

3-66.

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 OJIDP, and the project managers. Project
managers had the following data-related needs:

1. Case his*cbry and tracking information;

2. 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; «

3. Information on the types and amount of services the staff,
volunteers, and referral agencies provided;

4. Information for funding sources, including information to
document 'fee-for-service' funding; and

5. Documentaticn 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
institutionalization of parts or all of these projects.

The New Pride model to be replicated featured a strong computerized
management information system and an evaluation component staffed by a full-
time evaluator and a full-time data coder. While only Providence maintained
such ‘an intensive staffing pattern in this component for the duration of Federal
fundiljg, Camden did so up until the final year. In Fresno, the evaluator was not
only extraordinarily capable and productive, but also remained in her pesition for

- all four years. Though working without the assistance of a data coder, she was

highly instrumental in getting the Fresno project financially supported by city,
county, state, and private institutions. :
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At the Fresno site, and to 3 more limited extent elsewhere, the

‘ . In Fresno
computerized MIS was used to its fullest extent as a management 100

for local
all records were computerized and analyzed for management as well as

including individualized service pians, treatment objectives

ion purposes .
svaluation pHrposes the myriad of services delivered. School and

and their regular updates, and

] | i . l -l I l ] . P . l- ]l y -
n g

the evaluator would produce comprehensive xesearch reports
including recidivism.
. . ligation b
The stories of success surrounding the MIS and its effective uuhz:m ui
i rt, ar
the three sites that continued beyond the period of Federal support, arg

strongly for its usefulness to projects in their quest for survival.

Local Evaluation Concerns

. . ion
An essential purpose of the MIS was to provide case tracking informatl

s on individual youth for the continuously proactive, rational

and records analysi _ e
"design and redesign of client plans. This purpose of the MIS had been a majo

i i vided for the
intent of the evaluation component as It was used in Denver and provide

' maintained on
replication projects. In order to do it, accurate records had to be mau.n e
client progress. While the information available was copious and of high quallty

d special software programs were available to facilitate report generation,
and s ; ' . .
this‘purpose proved the least likely to be achieved by the projects

One reason for this was that local projects were obligeq to accord h;g,.h.est
» | i i dy as a condition
i j ts of the national evaluation stu
riority to the data requiremen . , . it
l; their grants and continuation funding. This fostered an emphasx: :n o
collection and entry, rather than reporting. As the study proceede s,senﬁal
k i tioning not as €
lings that they were func

evaluators had to ward off fee e

. . Si they were burdened wi

nly as data collectors. Since .
ot e ot ‘ ire tional evaluation study,
rovidi i data required for the nation ;

- task of providing the voluminous ; "
“ some of them attended only to those features ‘of program operations that were

relevant to their data c;.ollection tasks.
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Sometimes their relations with others on the projects were troubled by the
demands imposed on program staffs to complete the required data forms
accurateiy and promptly. They had to really work at becoming valuable to
project managers by producing reports for board members, for possible funding

' agencies, for OJIDP, and for case-management. These were challenging and
sometimes frustrating tasks.

The idea of the proactive planning of individualized treatment that could
be rationally changed on the basis of measurable client progress towards the
goals of treatment was a good one. However, it was a mode of thinking that was
quite foreign to the experieﬁce of many project directors. 'Much work in the
field of corrections, especially that concerned with juveniles, involves reacting
to challenges that arise suddenly, or to "possible trouble." Using an MIS
effectively reverses this reactive orientation. It requires organization, structure

in the flow of infcrmation, and procedures.which insure that regular client
staffings take place.

Thus, anothgr reason for lack of MIS utilization was the unfamiliarity on
the part of project staff and directors with using case tracking information as a
management tool. Unless the local evaluators took the initiative in providing
such information unasked, as happened in Fresno and to a lesser extent
elsewhere, there was no apparent reason to provide it. Consequently, no
management habit was formed by relying on it for decision-making, and the
process was never effectively implemented.

The local evaluator from the Chicago site suggested that an early emphasis
by the funding agency on héving sites document the quality of services might
have assisted managemcrts' utilization of the MIS. But because of the issues
surrounding eligibilif:y and the challenge projects faced in finding referrals with
three prior adjudications, the early ‘emphasis was, rather, on what clients brought
to the program. What projects brought to the clients did not receive
informational emphasis until much later. This evaluator proposed that starting

- the projects off with the service plan (IISP) as the only required documentation

might have assisted the process of rethinking that was clearly necessary for stafi
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to use information effectively as a tool of case management. Because the

system was complex, it needed an early and sustained emphasis:

"The MIS is a system that implies everything done
for a client is related.. .For 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." (Interview, October 15, 1982).

In conclusion, more emphasis, better technical assistance, and a faster
implementation of the computer system for the MIS might have helpad 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 REINTEGRATION 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 Cocordinator was to work in cenjunction
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 Repﬁcaticn 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
to 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 school. 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 accomplish 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 avai'lable 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 ih a school program, the Coordinator was to
monhitor 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, fre.quer'xt
absences, and misbehavior. It was the Coordinator's responsibility to mamtax'n
contact with school administrators and teachers so as to monitor the student's
grades, attendance, and behavior. If problems arose in any of theee areas,'the
Coordinator was to mobilize s'uppo;t for the student from both schooi and pro;eet
staff. Additional supervision, tutoring, or counseling might be needed. This
involvernent on the part of the Coordinator was to continue for at least' ol?e
semester, and sometimes longer. The goal was to help the client remam in
school even after the follow-up phase ended and he or she was no longer involved

in New Pride. ’

The Model for Volunteer Support

The Replication model encouraged the use of volunteers for twe reasons:
to improve the level and range.of services which the project could prevxde and to
establish supporﬁve linkages with the community. The Coordmatcr “ was
responsible for recruiting the volunteers and for ensuring that t.hey were
screened, trained, and supervised in their tasks. In addiizlion, the Coordfnator wes
to see that'volunteers received formal recognition for their contributions. This
usually occurred at a luncheon or dinner held in their hc)nqr. '
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© " used in any of the

- the development and maintenance of:

Projects were to use two types of volunteers, student interns and
The interns were to be recruited from local colleges and

community members.

universities and used in the Alternative School as teachers!
the use of these interns that classrooms were to reach th
ratio between teachers and students.
recruited from local organizations suc
from private businesses or business o

apprepriate. They often helped 1o supervise the recreational activities.

In 1983, OJIDP suggested that fhose projects still in operation use Foster
Grandparents as volunteers.

This opened up a new resource for the remaining
sites.

The Scheol Reintegration and Volunteer Coordinator

This position was not maint

aiped at any of the ten replication sites
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 dmplemented " 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 fell to the staff of the Alternative
School, primarily the teachers.

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

renance-of liskageswith.oniside agencies. The reality
RS e o D i L S T SIS
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aides. It was through
e desired one to one
Volunteers from the community were to be

h as the Red Cross or Junior League, or
rganizations. These volunteers could be
project's components, wherever their skills or expertise were

For a few projects, this arrangement worked
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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 cou:;t, 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 relatxons and work towards mstxtutmnahzanon. At another
site, volunteers became the responsibility of the job deveioper. One Project
Director assumed this task, but spent little time or 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 m_fmimal.

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. Unfortunately for most projects, this weakened the focus of
school remtegratmn. Maxnstreammg clients back into public school and keeping
them there became a priority second to staff members' other duties.

Other difficulties surfaced. 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 clisnts back. Some schcols refused to readmit clients, or in other
cases, 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-

esteam, so they were better prepared to meet the challenges that awaited them
after they left New Pride. ’

Implementation of the Voiunteer Combonent

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 people who regularly volunteered their time, and a large group of
people who were willing to come on a one-time basis to share a special talent or
take youth on an excursion. The process of reéruiting, training, and supervising
volunteers was often stressful for the staff, yet the majority of the sites were
appreciative of the services provided by volunteers.

The most frequently used volunteers were student interns who worked in
the Alternative School. They were assigned to the project by their college or
university and received school credits for the time they spent in the classroom.
Occasionally teachers complained that some of the interns were unmotivated or
had difficulties dealing with the clients. In general, however, the interns proved
to be helpful. Their pres;:nce allowed for students to receive more individualized
instruction than would otherwise have been possible.

£

The 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 undependable,
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. Doctors, psychologists, teachers,
and lawyers offered their services voluntarily .to the clients. Classes were
presented in health, cooking, karate, and street law. Volunteers conducted arts
and crafts projects, took youth on field trips, supervised recreational activities
and work crews. These volunteers exposed clients to a wealth of new

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 person who was responsible for the component. Staff members, many of
them already overburdened, had to spend time training and supervising
volunteers. Often they felt that this time, which might have been spent with

 clients, was wasted. Many volunteers caiie to the project for only a short time

and then left abruptly. The cause was usually burnout, lack of interest, or 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 OJIDP that,
because of these difficulties, "the volunteer component should be deleted."

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. One project reported that it would not have been able
to start its recreational program without volunteer help. Those sites that
recruited Foster Grandparénts as volunteers were all pleased‘f’with the results.
One administrator commented that these senior citizens had a "civilizing"
influence on the clients. Overall, the difficulties inherent in using volunteers
were outweighted by the benefits gained by their participation. |
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attorney. This means that the decision to file a petit

THE IMPAQT OF JURISDICTIONAL DIFFERENCES

Substantial jurisdictional differences i
found throughout the New Pride Replication
wheth: | jai

her or not youth were jailed before program entry (ranging from an average

of 90 per i i
' percent in Fresno to 9 percent in Camden) and their length of detenti
(ranging from an average of 53 days i ’ )

n Juvenile Court procedures were
Q e
rrogram. These had a bearing on

otherwise needed discipline.

Rates of i i i
of incarceration, the number of prior offenscs, and recidivism rates
were all powerfully site-related. For instance,
Is from two to five times higher than anywhere
the comparison groups.

the recidivism rate in Providence
else, for both the treatment and

e cor A.New Pride eligible sixteen year old in Providence with
iverage follow-up period of 134 weeks (two years and seven months) has a

This record can be traced to the

Court. If the local police decide to file
Unit follows a

Procedures of the Providence Juvenile

a complaint, the Family Court Int
- - 3 3 ake
set of explicit guxdehnes based on age and the seriousness of the

ll » . ..
. . g f . .

ion is based solely on age
uality of the state's case.
ry that might qualify them

ar.ud number of priors and has little to do with the q
Given youth of the age and chronicity of offense histo
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for New Pride, discretion in the system occurs only with the police decision to
file a complaint and th2 judge's decision at adjudication.

Jurisdictional differences such as these were so 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 placead are
equally similar. Nothing could be further from the truth. Both programs and
their environments vary, and both need to be measured in the context of each
other. An example of the importance of this observation is presented here.

For those who believe prior numbers of oiffenses predict subsequent
recidivism, there is a significant positive correlation between number of priors
and recidivism. Unfortunately, above the variance accounted for by differences
in New Pride sites on recidivism, number of priors does not significantly predict
recidivism. As previvusly discussed, Providem;ﬁe has a large number of priors and
the highest proportion recidivating. Kansas City has the second lowest number
of priors and the lowest proportion rzecidivz‘;ﬁng.‘ However, the above analysis
demonstrated that this relationship may be fully explained by jurisdictional
differences in both variables. The appearance of prediction is the result of
aggregating the data without regard to these jurisdictional differences.

The explanation of the source of such differences resides in recognizing
that different sites file petitions on's.‘ubjects at different rates depending on the
standardized prozedures 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 res;usibilities in addition to program participation. Still
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others, who are locked 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 variabies 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, a3 very 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. This 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 fhis unique
situation because of a provision in the law which allowed juvenile sanctions to be
imposed for the waiver offense. Gettiag 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 commmunication 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 relations 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 alsc 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, ard projects
had an easier chance of negotiating the point in a jiuvenile career at which it was
éppr.opriate to receive referrals. In communitfés with many alternatives to
incarceration, the corripetition for clients did make it more difficult for the New
Pride program to get referrals; Where there were a number of placement
options for adjudicatéd youth, procedures for the points of referral to various
types of programs were more likely to have been previously established by the
court or the legislature. Such established procedures were ~sdmetimes in conflict
with the New Pride three adjudication criterion for client intake.

The New Pride projects eventually most affected by competing programs
were located in Los Angeles, Georgetown, and Boston. In Los Arigeles, which is
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was originally established as:

num _ . ‘s
merous sources. as being so restrictive as to eliminate m
Pride clients.

L s e e
NS 5t sy

dxscus‘sed more fully below, adequate numbers of youth with the required
of ?djudica‘tions did not exist on the probation caseload. - e
Of.nce?rs referred youth to other programs that did not h
f:r.xt.erx.a. In Georgetown the restitution program, which was a court o
Initiative already established wher New Pride was funded, reprep:::::

significant competition for all potential referrals who did not nee
school program. In Boston,

Rather, Probation

ave such stringent

e ) d a special
ge wanted a tightly run program for w

. ards

the court who were having difficulty on probation. .

guideline that did not accept "probation violations"

not meet his needs.

A three adjudication

as a presenting offense did

So he withdrew his su i
. s ne pport (and his referrals) from t
Pride replication project and started his own. -

. In Boston and Kans i
Federal guidelines fostered the creation of com S e

peting programs.

Eligibility Criteria

No is: |

. Sue was a greater challenge to the replication projects than the highly
spe:x ic Federal guidelines concerning client eligibility. The most difficult
ro 1 - 3 3 - . )
Z. em .facfmg the projects initially involved reconciling jurisdicational
ifferences in court processing and legal terminolo

ere ‘ gy with these nati
guidelines. The OJJIDP criteria for client acceptance o

into New Pride projects

® Each candidate must be between the ages of 14 and I7.

v Each candidate must h
1 - ave at least two prior adjudicati
for serious misdemeanors and/or filonies] wiiiuo::

additional i P
referral. presenting adjudicated offense at the time of

2

Th . o .
ese rather strict criteria, Particularly the second, came under fire from

any potential New

For instance, the system impact study discovered that, upon

inter viewing all juvenile court jud
. , Judges and probation offi i :
cities, th p ficers in three New Pride

mai pi s
| ajor criticism of the program was the acceptance criteria. Other
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judges and key juvenile court officials from non-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 by the seven New Pride projects funded through February of 1983
(1,500), only 988 became active cases. An entire site (East Los Angeles) was
defunded after it was discovered that there were only 25 eligible cases in the
entire city covéring the jurisdictions of 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

ma—

acceptable presenting offense by OJIDP.)

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. Lalrger
cities tended to have fewer formal adjudications than other cities because the
process was not only long, but often quite expensive. Taking the additional step
of re-adjudicating an offender already on probation cost an exira $2,000 in Los
Angeles, for example. 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.

Consideﬁng delays and _él‘temaﬁve procedures in court processing, it may

have been the case that delinquents in largér cities with two adjudications were
more serious offenders than’clients in other replication sites with three. In one
location, clients were adjuﬂicai‘ed, for éxample, for the possession of an empty
marijuana pipe in school, and for "atternpting to kick-a coke machine. Juvenile
courts in some cities were wxlhng to hear and make findings of delinquency in

»

Given these considerations, insistence on three adjudications in all sites,
despite vast differences in the juvenile records of youth adjudicated (stemming
from procedui‘es pertaining to discretionary decisions along the way), may have
had an effect opposite to the one intended. It may have exciuded offenders with
more serious offense histories such as those that are found iv: lurge cities with
two adjudications. And it may have "widened the net" 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
variations in client seriousness and chronicity were due to the ordinary
standardized discretic.) of the juvenile courts in question and not to presence of
the projects 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 OJIDP'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 50% 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.

) these kinds of cases. In other cities, such as the largest ones, they were not.
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Table 3

‘Sustained Adjudications as a Percent of Filed Petitions

Before and After Case Action Date

12 Months

Site Group Before After Difference After  Difference
Camden Ione Tkl BTl
Chicago C 316 s -5 57 oo
e 181 A7 ks ot
wmcy RS O$3 B B 3
Pensacola o8 BEZD B B
Pk T g3 B3OS #5
mrwaee T 83 3% M3 Bl
Overal $ B2 %e 2 il

3-84

a7

S AR S S T N B AT 40 A e S+ ot

Despite its problematic character, the original selection of strict eligibility
criteria for the New Pride programs was not arbitrary. First, the uniform
application of the criteria helped insure that the subjects entering the New Pride
program were all very serious offenders (a group the New Pride program was
specifically targeted to treat). Second, all other things being equal, this single
set of criteria 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 gdequate resources

to cover the costs of implementation.

Facilitated 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 possibie to relate these processes 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.

Reseal;chers 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 structuk_es 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 wére 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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organizations, the most effective project directo
with strong commitments to establishing New Pr
The project's need for an Entrepreneur was initia
model, its components,

many felt that the m

likely to succeed. Furthermore,
less likely to arise.

Analysis of New Pride Sites

It is clear that any project has to be re
purchasers or public, i.e.

sell itself and its services,

sponsive to the needs of its
the community which jt serves and to which it must

its goals and aspirations. In reviewi
4 . reviewing the statement
made about the role of the Project Director in the s

specified duty but one was of an Entrepreneurial typ
required developing the goals, the objectives,

and sellj i i
d selling them to others in the Juvenile Justice System, the Parent Agency
?

.and to the staff. It necessitated continuous public relations
Interfacing with O3JDP.

project launched.
functions,

replication materials, every
e. The Project Director role
the broad ambitions of the project

- activities, as well as
It involved doing everything necessary to get the
In a way the developmental process,
must be characterized as continuing until the
completely independent of Federal subsidy.
project may then be considered a clear
needs of that community.

emphasizing these

project becomes
Institutionalization complete, the

presence in the community serving the

Community Groups

QJIDPk;

Director i
Srans? o N Juvenile
e < eeds Effective i
Agencies Interface - g;:::i

Parent Organization

Because of the complexities and challenges involved in foundiﬁg new

rs were Entrepreneurial types
ide in their own communities.

‘ lly little appreciated. Since the
staffing patterns, and so forth had already been defined,
ost essential role was that of a Producer; or simply ‘a
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manager who could execute a previously defined p.lan. \?’haf ;::i t:::nv::;
understood, at least in the beginning, was that strategies for .me,“e( et
for institutionalization had to be developed from scr?tch in eac.,.hw jur .
These tasks required visicn, a sense of deeply engrained commitmen

?

ability to mobilize them effactively on the project's behalf.

‘g . . b
Proposals for the replication sites were initiated and generaily written Dy

ind L
giving birth to a new endeavor for the parent agency. n e
entailed founding new parent agencies that would be rgsponsxble for ov "
i j tees were not supposed 1o
i i de projects. However, gran
their respective New Pri o . :
i i ved changing the
i i urship that might have invo
exercise the kind of entreprene e eided
i i tances. Rather, the awards W )

model to suit local circums : e
establish replications of an ongoing LEAA exemplary project that was orig y

founded in Denver, Colgrado.

E! ! : - t i E I : g ) } E E I \ ! E

j rom
Instead, these early periods were compressed, and the projects had to g:‘ -i-mns
, 3
birth to maturity very quickly. The necessary speed due to the special condl

i i i roduced
of funding and its anticipated termination after a brief period of time pr

stage transitions in rapid sucession.
‘ l 3 - [3 . . -u
Tracing project history, three phases were easily distinguishable: Starth Py
' nother
Implementation, and Stabilization. At each passage from one stage 10 2 d,
| i tterns of behavior emerged.
i had to be met, and typical pa ;
. e stage to the next, the
J i rojects moved from one Stag

Since the tasks were different as p . ' e

management functions necessary 1o implement them shxfted"‘accordmgly (

Adizes, 1979).

- ) - L3 3 R
By studying the development of New Pride Replication projects, Pl E
‘ i iate to
found that a management orientation or structure that was inappropriat
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phase-related tasks became a key problem in several instances. The necessity to
change from informal to formal procedures and policies marked the transition
most fraught with difficulty in those projects that were established by
entreprenurial types. It threatened the environment of autonomy and to a
certain extent, the sense of creativity enjoyed by founders and other early
administrators. Yet this change was essential 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 projects experienced problems from the
beginning because they were never headed by entrepreneurs. In some cases,
professional administrators hired to direct the projects tried to fix policy too
ecrly, fostering a rather cold environment in which creativity was stifled under
rules that had no basis in the project's experience. Such administrators had little
vision of the future and could not inspire hope of institutionalization. Lacking a

sense of direction about the future, they could not effectively sell the project

nor raise the necessary funds. Most critical in the early stages, but very

important throughout, was the key role of the Entrepreneur.

The efficacy of new projects seemed almost cohtingent on the continuing
active participation of the person who put each proposal together. In nine out of
ten cases, this was the individual imbued with commitment to establishing New
Pride in his or her city. The ideal place for these "founders" was in the Project
Director role. Solicitations of many government agencies ask potential grantees
to specify whether or not the conceptualizers or writers of proposals will be the

ones directing the projects. (The mother-like commitment of the founder-

director to the implementation of his or her vision is necessary to organizational

health.) Such a manaéis}rial set-up was clearly optimal for effective
implementation. "

The most effective directors had these qualifications of involvement from
the beginning, as well as experience directing youth programs in the communities
in which the New Pride projects were founded. That is, their experience was
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local and specific to the New Pride city. This previously established credibility

yielded an easy interface with the area's Juvenile Courts.

Judging from all the organizations with which it was necessary t0 forge an
t that the Project Director bring to

it was importan
and influence with these other
It was especially

effective and rapid interface,
the job some coalesced authority, power,
n built up through prior experience.
hips and influential bonds had already been
organizations that

organizations that had bee
critical that working relations
established between the project directors and the parent
sponsored the new' projects. These relationships assured the necessary

administrative support and provided a smoothly functioning  working
environment.1

Yet the need for a committed entrepreneurial Founder-Project Director
om a pre-existing position within the parent agency restricted the

coming fr
combination. in four out of six

types of grantees that could supply this
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 fo a director hired from outside the
In one of these situations, the founder had the power 10 hire or
ve vice president of the parent agency. This
bounded negatively on the project.

parent agency.
fire the director as the executi

occasioned some managerial conflicts that re!

e suggests the salience of the factors we have been

evity and institutionalization. The presenée or absence
plication of Project

The following tabl

discussing to project long
al variables are n_oted for each re

of four key organization
New Pride. In seven out of ten cases, simply adding one point for each clement
of Fed=ral support.

provides a total score which is the same as complete years

ically recognized by many government
ask that the persons who write proposals
ganizations and not outside

1  This need has been histor
agencies whose solicitations
pe current employees of applicant or

consultants.
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local and specific to the New Pride city. This previously established credibility

yielded an easy interface with the area's J uvenile Courts.

with which it was necessary to forge an
rtant that the Project Director bring to
and influence - with thes2 other
It was especially

Judging from all the organizations
effective and rapid interface, it was impo
the job some coalesced authority, power,

hat had been built up through prior experience.
d influential bonds had’ already been

s and the parent organizations that

organizations’
critical that working relationships an

established between the project director
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
parent agency restricted the

coming from a pre-existing position within the
In four out of six

types of grantees that could supply this combination.
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 on¢ technically subordinate ‘io a director hired from outsjide 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 instit
of four key organizational variables are

utionalization, The presgnée or absgnce
noted for each replication of Project

New Pride. In seven out of ten cases, simply adding one point for each element
provides a total score which is the same as complete years of Federal support.

nized by many government
ns who write propesals
tions and not outside

1 This need has been historically recog
agencies whose solicitations ask that the perso
be current employees of applicant organiza
consultants. ' ’ i

3-90

iyt g s et

s

oo e

10323117 2y} A[2A1103]12 10 A[[BIDIFIO

3110332 103foad ayz 107 310ddns snoRUIILOD pue IANDY
3wl Jo Yy8uaj Aue 103 Jjeis ayl uo uonised Auy

AouaBe juaaed Aq pakojduwyg

oosiduel,j ueg

S9A ON SO

oM

oN

SeA 58
A SaA a0UapIAOIg

S3 A

SIA

BIODEBSUSJ

sap

1 seA

S

ON

saja8uy so

ON Sa,\ QN

ON

oN

5o
A S3A S3A A31D) sesuey

N

ON

R S

umoladiosn

°N SeA I S9x

ON

ON

3-91

ousaly

I s9) . CEY Y

ON

ON

SOA

c8eoryn

ON OpN SaA

ON

CN

USpWesy

SaA

saA

SS A

S3aA

uolsog

ON

ON g9,

ON

oN

oUg

1o0ddng 3100G
jeioy

110ddng
JBY10 YA

AouaBy juarey

#°Plid M3N Eﬁauagv jusieg 90y 103f0a
Aq pajioddng Z o e !

Aq pafordwg

$10921(
J3punoyg

[e1apagy

2ATY SBH

103l0ag

Japunoyg

Japunoy

panuiuo] siea ) SOy
109loag

yejuawardu

mﬁsa_:»:mg o1 dnysuonrejay 12y pue sajqeiie) jeuociieziuedio

X
]
H

1ezijeudiiniiisuj pue uo

uot.

H JjqeL



AR A A T R S

SRR S

T i e e R

;s o

sati j the basis
OJIDP decisions about the continuation of projects were made o:l
i ' i i ear, on
of how well the projects were implementing the model and m‘the flrherysou: o
nether or not they had succeeded in generating money from ano e
Since i 5 i onsiderations aione,
i isi de on the basis of substantive C

Since these decisions were ma ‘ e o

the four key factors identified here clearly had a bearing cn the deg

adequacy of implementation.

. I :d not
In only three ca;es the structural features of project organization dlccij :h
i j inved beyond the
' rt: that is, the project continue
dd up to the years of Federal support; yond
, l:.preclicted from the model. The only feature that emerged as a sxmxlanhy
- i ed by women during the
i is that they were each direct y
between these three sites 1S t . o
period of Federal support that extended beyond the years predicted by the

1
factor total score.

Parent Agencies

Parent agencies, or grantees, were also in th(?ir own phases oid::::g:ier::
at the time they attetnpted to replicate New Pr.nde.. Grants :::ete thou;ands
private non-profit agencies varying tremleniovusl: :\d:;:;e ;it:‘;n e rimars

n @ (from zerc to nearly two hu m
Zig::l;:?i’::zf ?ngission (delinquency pre\(ention, employr?ent an)d ;;aem:;;g;
community mental health, university education, disaster refxef, e:;:.i;s e e
of parent agency as defined by its specialization or e:xpertxsde,t:n e new
cycléé stage at the time of implementgtion often affecte e

projects were supported.

' } ide 1 i mented
The most successiul replications of Project New Pride were imple

i idi o troubled
in agencies known in their communities for providing good programs t

iy, vere woiect directors. Eventually,
igi re were only two women projec , i
1 ?t:églenagz;ethfeour. Two of the projects headesw byrexc:;‘\_‘eigg “c:nes
institutionalized with non-Federal dollars. The two ’
1asted for three years.
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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 which 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" in Supplement:
Case Studies of Replication.) A special case that worked well involved a parent

agency 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 agency 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 organizational principles discussed in this section are
exemplified in the following two case 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
rescurces of the community, on behalf of their projects. Having a previous
management level position within the parent agency was an important
precondition of the New Pride Director's ability to do this. If the proposal
organiiér assumed the effective directorship of the project after it was funded
and rsmained 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 likely to be met if the New Pride Director came from within the
~parent organization.
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[LLUSTRATIVE 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 f-ounded by e:
group of volunteers from B-town's minority community, and was incorporat ;
with strong support from local business and government. Youth prc.agrams ha
been one of several areas of focus of the parent agency. These had involved an
emphasis on juvenile offenders, although not on serious juvenile offenders of the

type served by Nes Pride.

For the most part the program activities of the parent agency conc.erned
efforts to assure vocational training and job placement for economically
disadvantaged persons. Comprehensive 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 1o
assist persons with severe learning deficiencies to enter skills training programs.

Importantly, several previous programs had involved adjudicated youth e?nd
status offenders. Some of the same kinds of services .provided to Ne.w Pride
youth had been provided the juveniles served by these programs. These mclu..ded
assessment, intensive long-term counseling, educational assistance, recreation,

and general advocacy.

The initial sparking of interest on the part of the pareni: agency in applying
for a replication grant came about when the Director of Youth P.rog'rams for the
agency Wwas notified of the RFP by a ‘local criminal Ju:st.xce‘ planner.
Subsequently, this person brought the New Pride Replication Initiative to the
agency's attention, visited the Denver program, generated local supp.ort and
agreements, 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 work out and left the project after a very brief time. The
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person hired for the position had come from another city and had no extensive

experience with running a juvenile delinquency program, but rather had
experience directing other types of projects serving youth.

At this point, before much time was lost, the prime mover behind the
project who had 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 individual 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 materials, making certain that staff
understood what was expected of them.

The program elements implemented in this project were very similar to the
Replication model., The main difference was that the project developed a
specific position to carry out court liaison functions. This was done in order to
help facilitate referrals to the program and to make sure that the reporting
requirements of the court were met. Having one person assume primary
responsibilities for referrals increased the amount of communication with the
court. This seemed to ensure that an effective linkage was maintained with the
juvenile justice system.

When referred to the project, youth underwent an extensive 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 of 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 for each client addressed

employment needs with most attention given in this project's IISPs 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,

3-95

. ,g S e e e e S R T ARSI R AT T
— . - .



SR ona TN

s
L

e R P AT B i e 99 .

e awatt

“,’\

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 regular basis to discuss

the problems and progress of the clients. .

The Alternative School Program focused on highly indiyidualized learning
activity. Students w'eré able to complete a GED program and enter ‘other
vocational or academic programs. Because of an agreement worked out with the
school system, students were able to receive cradit for the academic work they
completed while in New Pride. A job readiness curriculum was implemenfed
which 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 interns 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 activx}ﬁeé, were extremely varied
and many included all project participants or as man‘y"as wished to participate.
Educational as well as other experiences were oriented to helping the juvenile
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 designed to help
them obtain employment. Options included on the job training, work experience

" (traineeships), direct placement, and referral to outside employment/training

programs.

3-96

An active New Pride Advisory Board was organized into working groups
which met frequently and provided ongoing assistance to the project. Eiforts
focused on a wide range of subjects, including career development, legal
concerns, evaluation, institutionalization and education. Through the efforts of

Advisory Brard members, many doors in the community were opened to the
project.

The project had an active 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 this project was the most
effectively implemented and institutionalized of all the replications of New
Pride, management information and evaluation data indicated that it had the
most positive impact 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 ths treatment group. Furthermore, a

greater percentage of clients successfully completed the program at this site
than at any other.

The effecriveness 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 provided 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

'fgr 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
acquaintance with the resources of the agency and the extensive networking that
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- within the community.

the agency had done in developing working relationships with various eler.nents
Ready access to these resources meant that staff did not
have to begin from scratch in building these essential ties with the juv'enile
justice system, the school system, and youth serving agencies in the community.

The project's administrators and personnel were especiﬁlly well prepa.red ‘
and equipped to implement the proiedt in a holisti¢ n_'nanner.‘ They infused u?to
their overall efforts a sense of mission and a degree of experience and expertise
which allowed them to be highly successful service providers to the New Pride

target group.

The project was tightly controlled, but very well run. The full complement
of program components which were a part of the New Pride mode!l 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
problem. The readiness of the parent agency to open doors for the project, share

resources, and provide support in other essential ways also played a significant

role int 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 extremely hard Vfork by
a Director who believed in New Pride, the project was still fully functioning .and
financially independent of Federal subsidy as of September 30, 1984, The project

demonstrated that, at least for the short teimi, institutionalization could become

a reality.
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ILLUSTRATIVE DESCRIPTION OF AN UNSUCCESSFUL PROJECT

One pei‘son 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
testing tended to involve younger and less serious juvenile offenders than those
served in the 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 oi'ganizaticn'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 replicating New 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 i* 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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midst, Had citizens in the

communjt
of the facility there, Y been cons

mover and members of the staff eventually hired had first hand expefience in
this ill wil} might have been

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

ulted prior to the establishment
lessened.

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 Director. Owing to
familiarity with the system and previous ties, the first Director's early efforts to }
build sound linkages with the juvenile justice system were fairly effective. He b
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 cost saving measure.

' from the i
} project and to allow the Assistant Director
’

Second Director i
- y 10 run the project with little interf
ucturally encouraged b o o

from the parent agency,

who soon became the
ce. This isolation was

Who replaced the
erstanding of [ocal
this person was not

Nt state. He had no und
local agencies, Also,

Many staff were hired soon after the grant was awarded in March of 1980.
There was not enough space to accommodate them until a project facility was
eventually located in the inner city and subsequently remodeled. These staff had
little to do for several months owing to the fact that the program did not begin _ o

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 different 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 g
because they thought it more appropriate for a black director to run a social ’

program in an all-black community.

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 trusting relationships with
key persons in the community. Residents were cynical sbout yet "arother" S
program run by outsiders designed to address a major social problem in their

ettt g o i s 1. e
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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 a peremptory
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 ii 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 gettirig 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 cuncern 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,
which was a skill necessary to the efficient operation of a computer terminal.
Consgfequently, MIS and evaluation efforts were totally inadequate during the year
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and a half of his tenure in that role.
submitted data which were required,
evaluator. When the second Acti i

. cting Director left, this individ
. u
Into the vacated position. , = v promoted

In the second year of the project the parent agenc

that all was not functioning as smoothly as
It believe. Around the same time,

y began to get a feeling
the project management would have

the second Project Director resi
- Delleve c 1gned to tak
job in his home state, He was replaced by the evaluy ; tor

experience managing projects and soon left entirely,
repfaced in turn by an extremely capable person selected from within th
project. This person was given the title "Project Coordinator". At fhis no‘ te
the. program elements whi~h had been functioning in a fairly effective mannperm"t:
until that time improved significantly, These included the educational L:i
counselia:ng components. The educational component had been particul o
outstanding all along, primarily owing to some dedicated and capabli t;:ch:::lsy
?

one of whom was alsc an experi
perienced counsel
the clients. or, and extremely well respected by

ator who had no prior
This individual was

A thi . .
third year of funding might have provided the time needed to lay the
groundworl for possible institutionalization.

through poor administration and management i
disinterest on the part of the parent agency pr

closed its doors at the end of the second year
of funding.

But the damage done the project
n its first year and the neglect and
oved too much for it. The program
without qualifying for a third year
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THE CHALLENGE OF msmunoNALx‘zAﬂoN g

‘Most socxal programs initiated at. the state or Federal level do not involve :
estabhshmg whole new organizations. Rather, they usuauy ‘support the\ :
development of new activities within exxstmg orgamzatxons, and use. previously
established  structures y egeney kmanagement, boards of directors, :

accountabﬂity, and comrﬁu.".ity s.zpport. Ordinarily such 'programs \“augment and

~~~~~

New Pnde Rephcatxon P'ogram. ‘

i this initiative, ten new highly complex and 'multi-facete’d oféanizaﬁors

fwerc started from scratch. Eacl was reqmred to develop its OWn managemert
'strusture, community board, evalv..anon, and network of commumty support. All

-faced exceononal cria!lenges m order '.to provxde 2 specific kind of holistic ~+

co'ﬁmumty treatment experxence for some of the mos* serious and chromc

Juvemle cifenders in their states,

Asxde from the task of foundxng new orgamzations, the mstxtutxonahzatxon _

of the projects wnth non-Feder -funds was another ma;or cha.llenge fac;ng ‘the

rephcat.nrs. It wa,s hkely to be xmpossxble without a clear traek record of
effective xmpie'nentatlon within - the local commumty ar_strong qeed for the
p roject’s cegtt.nuan & : ol
 mech easier tég find the ¢
of activities, that had been Initiaily funded with Federal dollarss. But in the New

and a grest a‘ei Hiea :éupport. It m:ght ha.ve been

e

‘_vsources to contxrme a ﬁa.e new activity, or even a set

Pride Rephcatxon Program, msutunonallzataon required aszsmg the: total

:Emancxal support of a multx-faceted pro;ect that was .zghiy specxahzed m 1ts‘f :

target populatlon. ;

W,

It was a reqmrement of re.phcatlon that the progects be lorated wn:hm
“ private not-for—proht agenmes and not in pubilc agencxes such as juvemle cot:rts_\

or probat:o.. departments. This wa§d: ned to keep creanvxty in the treatment .
“p:ocess, as well as hxstors,ca.Ly representmg the social cxrcums;ant:es ﬁneer *whu:h

the ongma.l New Prlde was ounded. . One of trie earhest questxons "mseo%

. concerned the deoree ta which prxvate mn-profxt aaencxes womd be able to

HL ) # :

institutionalize pro;ects at the terrﬂl.,iaixo'i of Federal fundmg OJIDP
recogmzed that this mlght oe more easzly accomplished by public agencies
because of thezr greater acv:ess and ability to secure public funds. However, one
‘of the results sought by the replication initiative was to determine whether

~ innovative 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 ap'proeches.

It is true that mdependent communxty—based orgamzatlons serve a critical

funcnon in the administration of justice. T‘xey often provide cost-effective ‘
‘services in commumty settings and ate respected by clients and public officials

alike. Further, evaluation research has ge:nerally shown that community-based
human-servxce agencies are at least as successful or more successful in reaching

their service objectives, at a lower per unit c.ost, than public agencies serving
the same function. ! :

Yet very few private non-profit agencies have the ‘mxlt—m, and customarily

- more dependable; sources of funding that most pubhc agenmes have. In addition,

the New Pride Repucanon Initiative began at the time the aftermath of
California's Proposxtion 13 was being felt acress the country. Smaller programs

‘ ;,,:‘were vying for greatly reduced Federal, state, and county appropﬂanons with
' powerful, entrenched, sometimes unionized orgamzanons provxdmg tradxtxonal,

and therefore more pubhcly justifiable, services. Funding cutbacks were being

= felt thruughout all levﬁﬁls of government, as the resource base of both public and
) prxvate aqencxes was s{wefely limited.

)

‘This sxtuanon whs in marked contrast to the one that faced the ongmal

-LEAA Exe'nplary New Pmde Pro;ect as it labored to become institutionalized
with non-Federal funds. E.ven in- the more favorable funding climate of earlier
‘ ﬂ‘tmes, it took the Denver ‘madel.pro r:g;,»vs,m

n years. te-establish a secure non-

i e

o rmﬁﬁ" "ndmg base for all of sy compohents. By contrast, the most

] S

T

"'I.Ate:*ature Revxew," N&nonal Eva,luanon of Delinquency Preventxon,
Washmgtom Q0JIDP, 1981, o _

Ll .
=
S
W




TS ek

e

st

ST YR

successfully implemented New Pride replication projects had only four years of
increasingly reduced Federal funding m which to secure other resources for

continuation.

The ongxnal New Pride Prmect began in Denver with a private not-for-

profit agency as its sponsor. But it started out as an alternative schools wx;h a
much smaller program. Other components of what even*uany became the New
Pride model were added gradually, as different client needs were identified and -
as additional funding became available through LEAA. When this happened, the
Denver project broke off from its parent agency and incer porated 1ndepende:tli.
Eventually, the project secured state fundmg from three pubhc agencies, which,
in combination, provxded enough resources to support all of the cornponents it

had developed.

For a community-based effort, New Pride is a comprehensi\re, but staff-
intensive program. It is less costly than incarceration and represents a creative
and appealing altex native t0. e1ther straight probation or secure residential care

" for the type of youth it serves. From- the perspectxve of almost all of the
| juvenile justice officials interviewed in the Intensive Site. Study, the prog.ram was

highly valued because it provxded more flexibility in ‘the t *ange of available

dispositions for young multlple offenders.

Henr:evern among the wxder constxtuency of pubhc palicy makers, ‘the
prekusly hxgh degree of mterest in urograms for youth was giving way to other
concerns such as child abuse and programs for-the v1c:t1ms of crime. At the time
the rephcaucn projects were trying 1o fmd new mean: for continuation, scarce
resources were going into these areas, rather than into efforts to rehabxhtat:
delmquents. “in'Rhode. Islandp for example, a child was killed by its parents.an

two million dollars of state money was ‘all6€ated for Chlld abuse mvestxgauon.

Many of these new programs were consxdered to be good ones, and far vless

expensive than New }?ride.

e

The amount of money needed by New Pnde rendered it non-competxtwe in

its quest for the mcreasmgly scarce ‘resources available in many states. In‘
Kansas City the juvemle court felt 1t could operate its own New. Prsdeuhke
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» The amount of moriey 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 expensively and with fewer problems of administration. In Boston

E | the Roxbury District Court set up its own New Pride-like project aiter the effort

to replicate New Pride in a local not-for-profit agency had failed.

One of the most critical factors in determxmng which sites mounted more

| successful institutionalization -efforts was the pra;ecf's access to resources.
This, in turn, hmged on the relationship of the project w the parent agency and

to its community suppprters. Organizationally, if there was a close and
harmonious working relatmnshnp between the parent agericy and the project, it
was easier to mobilize an effective effort. In only one instance did a project
succeed in beeoming institﬁtionax zed w1thput the assistance of such a
relationship. In this case the project director mobxna'ed the support of juvenile
justice officials and other community agencies on beha.lf of New Pride, only to
be undercut by the parent agency aiter the pro;ect‘s r_'esour_ees were almost

 secure.

In Chieago, 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
raising the money needed, as opposed to “tappin‘g into other sources of public
funds. It could have done so with a single yearly: aucnon. "In this instance, the
expense of the project was C Tncularly unfortunate,

,’ :Generauy, the. ‘ability of well-orgenized, highly motivated, and thorough
efforts to get New Pride institutionalized varied from site to site, depending on

.. the availability of public funds in each community or state. The Pensacola
~ project, which ran for four years with Federal funds, turned into a program for
édutationaliy and \emotioneﬂy handicapped students. That is, the available

funding base in'its area was severely restricted in the juvenile corrections field.
As a consequence, it could continue only if it changed its target:population. So
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while many of the former New Pride staff are now involVéa’ in the new program,
the replication itself was not successfully institutionalizgd jin that city.- .

Future 1="1'<.>sl>§¢<=*s

To institutionalize a New Pride Project req“‘ftﬁres about $350,000 (1933
dollars) for every year of operation. The ndn-prio:i@jity status of youth programs
in terms of political intefést. coupled with reduced &:ublic agenc’y' budgets made
generating this kind of meney close to impossible. It is a great achievement that
three out of the original ten projects were able to find enough support to
continue beyond the period of their Federal grants. Every additional year of
continuation is bound to require massive renewed effor‘i:s 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 siniply, on the/;hvailability, of

funds. :

X

Of the three projects that have céntihued,‘ the Project Directors of 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 optimistic about
getting all of the components funded, the parent ‘age"\ncy decided to cut back

staff, salary, and components. ABecause of this the Director, who had been the
instrumental person in that site's successful search for funds, resigned.

One site was financially saved by the accreditation of its alternative
school, because this qualified it for state-education subsidies on a per student

basis. The third project that continued badly needed such accreditation, but was

unable to meet its State standards. ,‘Iri this case, the Board of Education cited

reasons'for denial such as having'tos few books in the library, and too few study-

areas. So while it had state and local funding commitments ‘of $180,000, the

Director was put in a position of having to decide whether to opérate the pmi;e'c't :
for six months and then close down entirely, or to cut the program so radically

that it might not resemble a New Pride.

3103
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~the edge to less comprehensive programs

- features mfght be jeopardized.

- Summation

| The‘ replication program demonstrated that innovative
implemented by private no

i

1 e . t-for-profit agencies could be supported by state and
ocal public agencies at the conclusion of four years of Federal support. The

New Prxde_ projects that were funded only for three years did not continue.

1] N T |
certain extent, -

ain extent this rgsul‘t may have been determined by OJIDP's final year
fundmg"cntena,_ﬁv\yhich gave priority to those pro

‘ jects that had achieved artia
support from other sources. | ° 1

Several other ‘contingencies

continuation efforts. In order to institutionalize successtully, funds had to be

::wallab'le ftom somewhera. This availability was restricted by the general shift
In public. policy interest away from youth programs acfoss the country,

cutbacks in the absolute number of dollars availabl
Because New Pride w

and by
e from all sources combined.
as 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 Jess expensive. The expense factor sometimes gave

vying for the same dollers in a

; It also forced compromises that some Project
Directors, who were especially committed to the Ne

unwilling to make; that is, to cut the

competitive environment.

. w Pride model, were
program so radically that its essential
All of the projects that continued sacrificed both

- staff and components in order to survive.

3 None were a;ble to continy
? cor 2§ » e at a level
of effort, believed by mast Directors to be adequate.
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influenced the outcome of each site's
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A COMMUNITY VIEW OF PROJECT NEW PRIDE IN THREE CITIES:
o THE SYSTEM IMPACT EVALUATION

An important segment of the naticnal 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 were a part. The system .

impact evaluation examined the views about local New Pride projects held by
juvenile justice system actors, ‘other youth agency dxrectors, and key deczsmn—
makers in three cmes. It was demgned to assess:

® The extent to which formal referral and communications
~ linkages with the juvenile jusnce systems were formed
and used;

‘whi ped  sound
e The extent to which programs develope
: relationships  with public school systems, other
dehnquency preventiori efforts, and youth-serving
agencies in their communmes, and

™ The ex*e'\t to which progra.ms became favorably well

known in their communities and won the.support of key
decision-tmakers in their quest for mstxrutxona!;;at;on.

The fxndmgs of this mvesngatxon9 summarized here, assisted the national

evaluators in mterprenng other systen impact and procéss study results in order»

©  Determine the impact of the project on the organization,
policies, and administrative _procedures of the juvenile
justice system- , N

d
Determine the impact of the project on other pubhc and
* _ private youth serving agencxes in the commumty, and -

e Determme the impact of the project on _commiunity

‘ attitudes toward juvenile delmquency and the Juvemle;_ S
: ;ustuce system. :

S

A

AT

The Study and its Methodology

The System Impact Evaluation eought to gain information in a variety of
substantxve areas by ascertammg the views of knowledgeable people in the key
systems surroundmg the local New Pride projects. The evaluation was based
mainly upon interview data gathered from three sites. Respondents represénted:

(1) the juvenile justice system, (2) the youth agency system, and (3) key decision-

makers "in the communify. The three sites were Providence, Rhode Island;
Kansas City, Kansas; and San Francxsco, California.

The Substantive Areas

A panel design was employed. The same respondents interviewed dunnp
Year I were agam interviewed in Year IL They Wwere asked the same questions
with minor revision dur ring Year II. The major dszerence between the content of
the Year I and Year II study was -that during Year | three subscannve areas,
"program definition process,” "views on aﬁernatlves and- ‘commumty needs
assessment," were nnt included. These areas were dropped because they focused

' upon community-wide issues that were unlikely to be a.ffected bwthe maturanon

of the programs. Also, during Year II, questions pertammg to commumuatxons

between the New Pride program and youth agencies were added. This was done

because of the great emphasis placed upon this variable by respondents during
the fu'st wave of interviews.. B ‘

- The Fxnal Report of the Year I study reported the results of flrst-year data
in ten substantive areass.

L Famma;-xty with New Pride
2.  Patterns of Use of New Pride
3.  Communications with New Pride
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Impressxons of the New Pride Program

4.
5. The Program Definition Process
6. -~ Position on Institutionalization of New Pride , { '
7. Process Necessary to Become Institutionalized i
e 8. Impact of New Pride on Juvemle Justice System .- _},;.j
9. Views cn Alternatives i

10.  Needs Assessment for Programs in Local Commumt:es

e

The Year II study focused on change. It was based on the assumpti/éh that

projects mature over time, but that the nature of 'that maturation is nr‘ﬁt known.

The Year II study was essentxaily an attempt to measure the dxréctmn and

4\!/

magnitude of change. ' Lo RS o F

l

Smce the three samples had dxff»rent e>7J

structural relations to the New Pride pro;ec s each was asked only thosev

questions pertaining to the substantzve areas abo t which they could be expected
to be knowledgeable. The substantive areas, by /t e samples prov1d1ng data, are

N
t

graphxcally dxsplayed as follows:

ertise and stood in dufierent ‘

Categories of QUest“lohs
o e T o }f!u\{enile 3uvemle ' Keyu
‘ ‘ ' Justice  Agency’ Decxsxon-v
) System L System
1. Fammanty with New Pride - o e ®
2.  Patterns of Use w1th New Prxde = \ e _
3. Communications with New Prxde T .
4. Impressxon of New Prxde EER e ) ° )
5. Position on Instxtutzonahzatxon of - L S
- New Prlde ) ; S ® ° B
6.  Process Necessary to Become
Instltutxonahzed - J e
ot 'g‘ . o ]/
7. Impact of New Prxde on JuVemle T ~
. Justxce System R T I SRR
@ | »-.!""3; -

e i e e s e ‘ epemn
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Also: during the ser'ond year, a context study component was added to the

‘ System Impact Evaluation desxg.m The context study had two goals.

It was:
- designed to yleld 1nformatxon about the specmc operations and procedures in the |
‘juvenile, courts of each oi the cities. studied and information on publi¢ attitudes
toward juvemle just icec Data for. the context. study were gathered through in-
depth mtervzews with knowledgeable mformants. At each site, the juvenile
'couf& admmxstrator and ch.ef juveriile probatmn officer were interviewed. This
’component of the study was added at the suggestmn of the Advisory Panel of the
L Natxonal Evaluation of the New Prxde Replication Program. The Pane 1 members
felt it was ;mpertant to set ‘the main body of data in the context of the court-

. operations in the community and the social climate of the cities.

e The first-year report was an exhaustive presentation and analysis of all the
'*ihformation'cellected in the”}svbstantive areas. The second year report was more
narrhwly focused. The mandate in Year i} was 1o 1dentxfy changes over time.

‘-Thus, thx.. report presented 1nfermat1on descmbmg and . analy ,rzxng the changes
that occurred in the views of respondpnts b'tw en Years I and II. The analysis
was prograrnmat ¢, not theor

) strezghtforward mformauen on tne W4y m whxch New Pnde was perccwed ny thev‘” '

The Nature of the Semples
: The Juvemle justu:e sys*em sample mcluded all )uvemle probanen officers,
, 3uvemle judges,-and reterees whose jurxsdxction fell wzthm the target area of the

o three projects. stud;ed. The majority of_the sample was composed of probation

offlcers, wzth the sxgmfxcant addmon of the two judges at the Provxden'&\:e Family

i andﬁthe head )udge and three referees of the San Francxsco Juvenile Court.

el

etic. - The goal of the study was to provide

Court, the two )ud’ges of the Wyandotte County Juvemle Court in .\a.{@as Ci ty,]‘ R
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_-distribution of the types of public funds whxch mxght serve o mstltutxonahze the

- county supervisors, three state senators, two state representanves, two mayor's

_ interviewing the same respondents in the second year, it was important to locate

“The youth agency sample was operationaily defined as the directors of
‘other youth agencies operatmy thhln the target area of: the New Pr:de promv-ts;”"‘”“'
which, broadly construed, provzded ‘;ervmes in the preventlon or treatment of _
delinquency. This sample was mma.l generated through referenr‘es provided: by,

“local youth agency dires *-..'*rles and was "exhausted" through ‘the reputatxonal
method. That is, all approprxate agencies listed in publlshed directories were
'called gnd askecl upon termmanon of the mtervxew 1f they knew ‘of other
‘agencies provxdlng such services in the area.
| suggested by respond,...rs, the sample was consldered mmplete. '

When 10 new agencies were

The key decxszon-maker sample was selected to provxde the 1n51ght ard
perspectlve of people in posmons of power in thrA commiunities in which the New. -
Pride programs were operating. The sample was “initially generated by askmg
New Pride project admmlstrators for the names of key decxsmn—-makers m the -
commumty whe were knowledgeable about and had some lnﬂuence over the

projects after cessation of Federal fundxng “This sample was also completed
usmg the reputatlonal method. :

Respondents in the key decision-maker sample, arrong others, 1ncluded five
representatwes, three directors of Departments of Correctlons for: Youth, two.

directors #f state social service - agenc;es, one supermtendent of publxc
educatxon, one dxrector of a mumc:pai chamber of commerc 2y three execunVe T

or state criminal justlce planmng agencxes. ' ‘,%;—: o
: )/

During tbe first year, the total number of sub;ecta m all three samples was
192. In the )uvemle justice sample there were 77, in the youth agency sample '/2, ;
arid in the key decision-maker sample 43, Since & panel ‘study desxgh demands‘ﬂ;.::? .

and interview.Year I reepondents 1o the fullest extent possible. This’ was
accomphshed. Omy snx responden'ts we'e not located in the second study year.
Nmety-seven percent were located and mter\newed. " : L
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The followmg 1s a wsual dxsplay oi the sam{:ieianes of the fhrsee sit

as, by
sample, by year: ’ i y

! .~l

R v Sample Sites: Year I and Year I

Youth ffhgen(:y z -Decision Mal'er
Year | _,‘{ear"z Year | Year 2

KansasCity 15 g4 19 18 12 . 12

| 1z 12
B w3 3 e

Totlls 7w 72 7w a

- Juvenile Jusnce
~ Year ! Year 2

Site

* Provid ,‘,‘ S
'il 1 enCe. . 14 ;o ‘;{12 20 ’2{)

San Francisco

£

O
4
EEM

hvmum’entanmand Anmalysis . 0 menm

Orxgmally three questxonnaxres were desxgned, cme for each of the sample

groups. Each contai ned ‘questidns specific to areas of expernse of that sample, -
The mstruments were pre-tested in San Francisco and revised. |
. sxte research assistants then adrmmste

T”nree local on- -

red the ‘questionnaires by telephone. Each e

| research assistant recorded responses in full and then developed a list of -

| appropmate categories \yx*h which their specxlfxc data could be codeoa The three
dszerent sets of prelxminary codes were c;'vmbmed to, a universal set which

apehed at all sues, ‘and the responses were theh coded usmg the fmal categones. ;

, l:?urmg Year i the fxrst year's codes were used as the basis upon whlch to‘
| class;fy responses‘at the time of the interview. This’ techmque made for more
-efficient mtervxewmg, but ‘had the negau 8- eﬁect .of producing a larger
' propomon of non-codable "other" respemes. ' T

were quantxfzed mdxcatmé che ,;ercentages
vum:n “the vartous possnble responses to eac:h questxom

After codmg, respo:zse pattern“

assocxated
Beqausevf a

‘.‘,r\_;_
I T

O R
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| made to capture the~hreadth of int ormauon, thus

tendencies across sam

- unique group.. simply

\‘,z
‘\

’ | b empt was
vanety ox mformatxon was . eiten oiiered in 2 smgiv answer, an att P

response. per respondem for some euestwns. |

ord ‘ ot ance
In “order t0 construct generahzable conclusions regardxng t‘ze smg‘nxﬂc |

lumpmg ‘che responses oft the three samples together te

produce g,rand totals

techmque of producmg o
across dxversé samples 1o generate concius;ons was adopted.

generahzable conclugions by. 1dentiiymg similar patterns

The anelytic prdcess is illustrated in the iollov&tng gtap‘hic manners:’

A\
"

Anaiyttc Process to Generate Coneiusions

producmg ‘mare than one coded e

tral
of the data, PIRE, iocused on the dxscovery oi pattems among the cen ‘

pies or across sites. Because each sample sepresenteda |

was not app—opnate. For this teason, the quahtatwe:

findings “did emerge.

%e Socxal Context of Rephcation

The pnmary reason to examme the socml context in which the New Pride
rephcatmn projects were xmplemented was to ascertain whether the juvenile
court structure or pubm: attitudes in the local cem'numttes heliped explain the

- findings generated elsewhere in the study. Mo evidence emerged that the

context factors explored ditectlv affected the perceptions of the program held
by those mtervxewed in the three sample populations. However, some 1nterest1ng

In Kansas Cxty and Provxdence, respondents reported that the public
mamtams a rather harsh "eet tough on cnme" attrtude, one that indicates a
pumshment onentatxon toward juvemle )ustxce. In San Francisco this attitude

was less apparent. At no site,’ ‘however, did respondents feel that disposmmal

deexsxons hy judges and referees were szgmfxdantly mfluenced by this harsh
pubhc vxew. L

‘Tnere éire a “number of reasons for this. Judges have a sophisticated

unders,tandmg of the etzology of ;uvenue crxme. They understand the complexity
‘ S L L idence of factors which motwate & vouth to dehnquency. Unlike most criminal courts,
% San Fgancisco | Kg,nsas.Cxty vaiéenf: e. S T reha,bxhtatxon as an. ethxc stxll dominates the )uvemle court. .Incarceration is still
: \ ' i e 1 - chclusmné - seen as a "last resott “Also, at all three sites )udges rotate through the )uvemle
\ (S;:J:;;Xf T R ‘ o l R‘? Commumty ‘ court, and are net elected to and identifiable with the juvenile court in the
\L i . ‘ R SRR - Conclusions ~ publi‘csey.e. As a result, they ‘a‘re'k somewhat isolated from the public sentiment, °
. 3“"??_"“‘* - e | S— . SRR T ’ Re* JJS which is presumed to be more conserva_tive.
. \;'outh R . S A: C°;‘2.“5\‘(°:§ o B - S . Consequently, all three courts studxed were generally- supportive of
] T, Agemcy B \ R Y 9 ;“ . 7 C:ommumty-based altematwes to mcarceratmn. ‘New Pride operated in a
= yst T, I A L '\ B gms;ons,,_}f;,; . L i favorable c.;mete vxs a vis the courts. Judges and other )uvemle court offxcxals
ol Key DedSiONs | | e -—-—5 —= T’ ReKDM - T o ‘were supportive. "hey wanted the projects to continue and either actxvely
% - , S s : e l C :‘gxsicnsﬂ Ve ‘ supported them or a.vmdéd mhxbmng their successful development. x
G % ., SN N ‘ . Con;tg‘{&ééé_ lo?;‘ o : R : \\\\\
S { sca Kansas Cxty P"Wid‘g“cef, iy R | ;1\‘_;
L*-» Conmstent Patter' : o
. —3 of Central Tendency
g . .
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Evaluators found a wide i'ange of dispositioral options at all thre,é sites, buf

, ' there'are many more community programs available for youth placement in San
e o Francisco. Restitution and community service alternatives are increasingly
used. The San Francisco and Kansas Cify courts have been highly supportive of
Eommunity-based alternative programs and use them widely. P;ovidence' has
*been‘,sqpportive, but somewhat less so, and uses ‘them with somewhat lower
frequenty;' There are also far fewer alternatives available there. None of the
three juvenile courfs has a formal evaluation system for the programs to which it

L& i——“—
TN

B

refers youth. ' ' L =

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
attorneys pr'ovidé counsel, and in Providence, where city solicitors prosecute,
these non-specialized systems were criticized. In San francisco and Providerce,
defense counsel for indigent youth is provided by a specialized juvenile unit of

T ~ the Public Defender located in thé\‘cougt building. In Kansas City, gratis defense
is provided by appointment from a rotating list of private attorneys. |

The level of adversarialness, however, on contested cases at all three sites
~was reported to be high. The amount of plea-bargaining was high in both San
Francisco and Providence, but low in Kansas City. | |

In Kansas City and Providéhce, judges rotate through juvenile court. . ‘
responsibilities. San Francisco's bench is madé up “predominately of referees
sitting on a semi—permanént basis. Judges réporfedly concur frequeptly with the

i  dispositional recommendations of probation officers at the Kansas City and I
Providence sites, but less 'frequently‘ in San Francisco. - ' ' ‘ 5

R R L T S S L A T ST T e e e
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In general; there was a high level of concurrence between the -
recommendations presented by probation officers to j‘udges concerning
disposition and the actual sentence given by ‘the judge or referee to. an
adjudicated youth. This affirms the key role and power of the pro_bationv.ofiicer
in the disposition process. If progréms wish' to attract court referrals to the
widest extent posSible, or wish to influence the court towards an increased use of

et

o e S i
e A R S T
i
/
s

T 4-10

e
i

TN

R

A

¢
I3
b
5&1‘,’



3 B ) T R
£ ALY i i T

1.

3.

e e b N 7 T T T

* Results of the Study

Familiarity

Projects were widely known by juvenile justice system personnel, -

youth agency directors and key decision-makers. They were slightly
better known in the second year of the study.

Personnel of surrounding systems were usually informed about the
project through the direct efforts of the program; that is, through
project literature or presentations by New Pride staff, or personally
informed by New Pride staff (as opposed to peer level services like
other probation officers, court personnel, etc.)

Patterns of Use (Juvenile J ustice System Only)

e
® Overwhelmingly judges accepted probation officers' recommendations
to refer youth to New Pride programs.
® Changes in referral patterns between study years had to do with their
being more or fewer eligible clients to refer. 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' communicatidn with
the court and probation was generally seen as good.
e - When communication was not seen as good, this was considered one
- of the program's major faults. ‘
e Good communication appeared to be véry important in gaining
acceptance as a legitimate and preferred program.
. One program had a court-liaison staff pérsdn‘, which ~had a very
positive effect on court/program relations, .
°o Commﬁnicaﬁon was the:most important aspect of the response of the
- surrounding systems to the program. = .
® Projects should make a greater effort to publicize their prograrm to

Most probation officers and all judges referred yoﬁth to pr,og:"am,.

the public at large, to "broadcast their image."
G . . o .

11 ;

4.

J.

6.

7.

Impressions of the Quality of the New Pride Project

Ratings were mixed between sites, years, and study' populations.

‘!I,n general, 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 tl'.ae first year, thg projects’ major strength was seen as the multi-
service, comprehensive concept embodied in the New Pride model. In

f:he 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.

ngram D.eﬁnition Process

{\c;oss samples and years, as the frequency of communication
increased, respondents' impressions of program quality improved. As
the frequency of communication decreased, the program was viewed
less favorably. : o ”

Frograms seen as good were described as effective, accountable,
having good staff and good communication with the court.

Position on Institutionalization

A'lmxost unanimously, respondents wanted the program to remain in
the community as a permanent institution after the cessation of
Federal funding., ‘ ’ :

Process Nacessary to Become Institutionalized (Key Decision-Maker Only)

Prpven gf@ectiveness and cost-effectiveness were widely éeeh as
being critical to efforts to gain funding after the end of the
initiative. S . v

The support of the community aﬁd its leadership were also seen as
critical in this effort. e sen &

Private funding and state funding were seen as the primary

__ alternative sources which must be solicited.

k12
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® Réspondents' suggested “that man.a;gement and staff becomg more
sophisticated and active in fund raising efforts." .

0  In the second year of the study, respx_)ndgntsi beca}med less clear about
what New Pride should do to becomg institutionalized.

® Chances for institutionalization were seen as generally poorer 1n the
second year of the study. ; .

3. The Impact of New Pride on the Juvenile Justice System

) The projects were not seen as having a .si‘gr.uiﬁg?nt impact on *the
structure, function, or policies of the juvenile )usfu.e system. .

® Those who saw prbjects as having an impact define that impact as the

. . . e vion of
creation of a new alternative to incarceration or a new condition o
probation. : : A

§‘. Views on Alternatives

® Most respondents favored the use of alternatives to incarceration for

adjudicated youth to the widest extent possible.

e  Respondents thdught ztwas a gbdd idea that alternatives ?x;lude
serious offenders who are a threat to public safety.

10. Needs Assasment

) Vocational and employment programs were identified as the primary
” ‘need at all three sites.

e . The ;e;econd most often idgntified need was educational services.

'. mAlso mentiSned frequently were various forms of counseling services.

413

¥

New Pride program had a direct impact on the way the juvenile justice system' ~

General 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 respdndents were familiar with the
program. In those cases where everyone was not tamiﬁér with it in Year I, there
was an increase 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 ail three sites
referred youth to New Pride. The proportion referring cases increased in Year
II. Al 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. Both
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

projécts. However, in the two cities where New Pride was rated most highly in
Year I, impressions as to quality dropped slightly in Yeax: II. Where the program
was less well rated in Year I, impressions rose significantly in Year IL

In keei:ing with\xthefganergl high regafd for the New Pride program, a very
high proportion of juvenile justiée respondents, rangihg from 80 to 100 percent,
wanted to see the program institutionalized i tha;gpmmunity af\i\:‘"er the cessation
of Federal fundiqg, This proportion was even higher"‘iﬁ%che;gggondyear.

Y

In neither year did large proportions of juvenile justice reépondéﬁiﬁ ‘feel_ the

- operated. However, more felt that it had had more of an impact by the second
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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

incarceration 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 their juvenile justice counterparts. Their familiarity with New Pride

increased over time.

Communication between New Pride and other youth serving programs was
not explored in Year I. When asked in Year 11, 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
iniprbved simply through more frequent contact.

There was quite an interesting variation in the way youth agency directors
perceived the quaﬁty of the New Pride pkograms 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 Il 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 of institutionalization of the program.
The proportion increased in the second year of the study. '

~ Approximately two-thirds of the»kéy‘vdecision-makers at the three sites
were familiar with New Pride, and the proportion increased over the life of the
study. Key decision-makers. consisteéntly reported having a positive impression of

the New Pride programs, with even more rating it "Good" to "Very Good" in Year

iL.

Like the other samples, key .ecision-makers overw'helmingly supported
institutionalization. A very interesting phenomeﬁa, however, occurred between
Years I and II regarding their views on how to gain funding for
institutionalization. During the firt* year there was a good deal of consistency
in key decision -makers recommending the following four strategies:

1. Obtain objectiye evaluation data demonstrating effectiveness;:
2. . Gain the support of the community and its leaders; N
3.  Seek state funding; and

4. . 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 shaﬁing their
views of the program. New Pride programs' communication with the courts and
other youth agencies was generally seen as good, but as being less consistent
over time. .CGood communication was seen as essential, particularly with
probation officers who are in a position to help the projects greatly.

The impression of the quality of the program across sites and samples was
varied, and there was more movement seen by Year II m “éb‘r‘r’\;iﬁﬁi’é‘éﬁ"om A
regression to the mean phenomena seemed 1o be occurring to some extent;w that
is, those things which- were rated highly during the first measurement dropped
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during the second, and those things rated low during the first measurement

increased during the second, both moving toward a more “average" position. It
can be said generally, however, that given varlatlon 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 W/ﬁththe_,_

strengths and weaknesses respondents across sample sites saw in New E*i'ide. In
Year I, respondents rated both the pfograms' strengths and weakness/és around
"concept" variables. as opposed to "execution" variables. Concept varlables
relate to qualities inherent in the New Pride program model, whlle executxon

qualities are attributable to the way the program is implemented, In the first

year, the strengths of the program were- generally seen as the New Pndﬂ multl- }

service comprehensive approach to services and addressmg a popu/atlon in need
of services, The main weakness was seen as the restrictivenesy of New Pride
entrance criteria. : ’

In Year {I there was a shift of emphasis in both strengths and weaknesses to
execution variables. Respondents' definitions of program strengths tended to

emphasize the functioning of partlcular servxce components, like educatmn, or . - .
the quality of the staff. Such a change was apparent around v'eaknesses as well. -

The restrictiveness of entrance criteria was less often senn asa problem m the‘,

second year, while respondents took greater issue thh staff and management
problems. : ' N

This change from emphasis on concept to executién was proue.lv related to

the passage of time, and respondents becommg more fam'ﬁlar with New Pride, In

the second year, knowing the program be*”ter, individuals were able to make
judgements based more specifically on ‘the program’s performance, rather than
simply the idea behind it. Also ir the second year, respondents had’ adapted

When one ,,l‘o'oks at the data fof all three samples at each site indlvidually, a

very broad-level generalization emerges. The San Francisco site, which was

417

the limitations inherent in the .entry crlterxa, and no longer railed agamst the =
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rated p/oorly‘ on a number of dimensions in comparison to the other two sites,

rese significantly in many categcues during Year II. But it was still rated far

E less favorably than the others. The Providence site, conversely, was rated highly
B ;durmg Year I and slipped significantly in Year II. The Kansas City site remained

" stable, rated hlghly in both the first and set_ond years of the System Impact
» Evaluatlon. " g

2

At the most general level, it might be said that New Pride, from the

perspective of those with a- relatwely objective view provided by their position i

an independent but surroundmg system, was a smashing success. The replication
projects studled were: well known, widely used, seen as good quality programs,

and’ cons;dered worthy of institutionalization as permanent projects in their
communmes. -
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[f a petition is adjudicated true - that is, the youth is found guilty — a
number of .dispdosition options are available. For first-time, non-serious
offenders, wy?{efe"the family unit is somewhat stable, formal probation is the
~most frequent optien. Probation'supervision may or may not be accompanied hy

" other restrictions. Some of the more commonly applied restrictions are

restitution to the victim and commumty service in a probatmn-»operated public
works programi’ ‘

g o=

" THESANFRANCISCOSITE

_Context

i P

Juvenile intake in San Franmsro is the ‘responsibili 1y of the Probatidn
Department. There: are two mtake units. One serves the northern portion of thie .
city and one serves the southern portmn. There are three options at intake.’ The
first is to "admomsh and close," where the youth penetrates no further into the
juvenile ;ustxce system, The second is "v:aluntary or mforma!, preba‘aon" in which
no petition is filed, but the youth is supet’vxsed by a pfnbatmn crfxcer. The third
- option is a recommendation to the prosecutor's office that a formal petition be

T

A more restrictive disposition option is commitment to the county-run Log

Cabin Ranch. . This is used for older, multiple, or serious offenders, and generally

involves an eight-month to one«yeak' commitment. As aite::natives to this option,

“the Judge may sentence a youth to weeke'ids in-the juvenile hall or to the
‘Intensive Counseling Program with 30, 60, or 90 days'in juvenile hall

R N T DR A R L A A

filed. After this initial screening of petiticns by: probation staff assigned to )
“intake units, their affirmative remmmendatxons are sent 1o the prosecutor's

.. office, which has final responsxbw.f:y for proceedmg o ad)udxcatmn.

"Out of ho'ne" or "private placement" in specxal settings such as group
"~ homes are genera.lly reservec_imfor psyche'egsce.a by disturbed youth. ' The state

'trammg school, the California Youth Autherity, 1s seldom used option. It is
reserved for youth who have committed very sermus eﬁxenses or, whe have trisd

"A‘\: R

e

Prosecutlon in San Francxsco is the responmbuxty of a specialized juverme

W ; and- "eded at all the other options. T : e
unit of the District Attamey's office. The office is located on the premzses of | , |
| % the juvemle court and at the time of this study was staffed with five full-time Judges and referees si{;, on the San Francisc Juvenile Eourt bench, The

attorneys, . -

anenet O i

Head Judge is a vSupgerier Court Judge and rotates through the Juvenile Court
_position, but riot for any specified period of time. Respondents report that
though the judge and referees generaﬂy follow the disposition recommendation

- i of probatmn of:fmers, there are a substantial number ef cases in whxch they do
o omot. |

- Legal couasel to indigent juveniles is the re‘spansibiihy of a specialized
! ‘ juvenile unit of the Public Defender's office, The juvenile unit of the Public
Defenider's ofﬁce is staffed with seven full-txme attorneys and is also located in
;- ~ the juvenile court buildirg, Legal Servxces Attorneys provide defense counsel in
| ' cases where there are multiple defendants and a conflict of interest. Private .

Luin i e e A g

_attorneys provide 1egal services to that smau propomon of youth who can aﬁord :

such representatmn.

T e

Context study respﬂnqents n,oted that the San “rancxsco juvenile court has

‘& long- hxstcry of working close!y with community-based organizations. Despxte
- the a.dversamai relationship that developed during the activist era of the 1960,
the ccmr‘t and probation department have worked closely with traditional

it Respoddents intervnewed icor the contexi: st‘fﬁy*i‘éport that bofh thﬂ msmct s
N attorneys and pubhc: defenders are fugh-level practmcaers. : Conte@ted

ad;udxcatxon proceedmgs are adversarial in naJ:ure. waever, respondentf§ eport
thaf a large proportzon o£ cgses are settled thhout contest thred’gh the plea e
bargaxmng process S e :

agencxes :auch as the YMCA, -Jewish Family Services, and Cathohc Social
T 'servxces, as well as with more community-based agencxes.
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'The Chief Probation Officer reported that an internal study conducted by
the probation department revealed that almost three-quarters of the youth under
the Supervision of the department also have an &ctive invelvement with an
outside community agency. Approximately 20 such agencies in San Francisco

“provide the majority of these services,

ReS’pondents 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

and worth are based upon the quality of the relationship ‘between agency staff
and probation officers, as well as upon the programs' perceived effectiveness.

Regarding public attitudes toward juvénile justice, respondents note that
there is no unified view in the c.aty San Francisco is 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 phnitive.
Respondents report that whatever the public climate, their experience has shown
that judges and referees remain independent of the rapid changes in public
op'inion: They do not feel that dispositions are présently rﬁére severe or that

~youth are being incarcerated at greater rates than in the past. Neither do they
believe that alternatives to incarceration are used less now than they have been

‘previously.

i

- Some respbndents noted, however, that the head officer of the cnurfc, the

~ Juvenile Court Judge, is a Superior Court Judge and thus an elected Ofiiciai;' As

such, he must be somewhat responsive to the public will. The increased use of

restitution and communi%y-service programs, as well as of the Intenéiva

Counseling Program, may be interpreted as an attembt to be responsive to the
public will, R ‘ S
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San Francisco Findings

Context Studx

=N

b.

C.

jo

k.

Intal.cez Responsibility of Juvenile Probation Department.

Options at Intake: "Adm Oﬁish" ) .
recommend filing of petition, and close, xnformal probation,

Prosecution; Specialized Distri i h
2C s Spe rict Attorney Unit: final res ibili
for mmg of petition, not for screening petitions. Seponsibility

Defense: Specialized Public Defender Unit,

o - - - . -
~rganization of Judiciary: Head judge and referee

uza; s. Pe
s_uper;or judge rotates through, but no specific time period att;n;l?:cint

Level of Adversarialness of Proceedings: High
Level of Plea Bargaining: High

Concurence with Probation's Recommendations: Medium

Disposition Options: Probation, county institution, "
' ‘ out of home"
placement, weekend Juvenile hall, Intensive Coun’seling Program,

state training programs. Hi ituti i
cervice, g gh use of restxtutxqp and -community

Policy on_Alterative Programs: Highly supportive, hi
usage, many in the area, no formal evalguazion_PPornve, high level of

Public A ttitudes: Mixed.

s

Juvenile Justice System |

b.

Familiarity: Remained high, approximately 90 percent,
Use: |

®  Same rate of referral, a i
‘ . pproximately 2/3 referred t
P.rlde, ; dlff?rences from Year I accounted for mai:lyNT:w
djﬁerf;nces In nature of probation officers' caseloads. d

® Prob%fems in making referrals ;decreased.

Communication:
. i )
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° 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 Pridg _program

decreased.
d. Impressionss |
| i i Year |
in positive rating of quality of the program.
* L%cief;éengo rated it "Good" to "Very. Goods" Year II, 73.2.
percent. e | .
Pride concept factors less "%u,,h%wggt_echs&st rengt!
* ﬁ::r IL. Educatio?\vcomponent seen as major strength‘ in Year
1.
| e  Communication noted less of a program weakness: Year I, 25
percent; Year II, 7.4 percent.
it -wutionalizations Increased proportion in favor of
. tion on Institutionalization:
© f:sstlitsgonalizatiom Year I, 80 percent; Year I, 100 perceqt.
f.  Impact on Juvenile Justice System: |
i i ‘ impact on the
ased proportion felt New Pride had an Imp .
¢ f:lcerfation og‘. jl.?venue justice system: Year 1, 48.3 percent; Year
11, 53.9 percent. -
@ Mailily in areas of being a new alternative to incarce;ation ora
new condition of probation. f .
Youth Agency System . |
iliarity: i ortion were familiar with New Pride:
Familiarity: An increased proportion were
> Year 1, 54.6 percent; Year I, 63.6 percent.
b.. Qommunicatioriz 1 |
® “Approximately 1/2 rated New Pridé'§ record of communication
with other youth serving agencies as good. |
e 3[4 of those who felt it was not good said it could be improved
| " through increasing the frequency gf contact.
c. | _Impressions:

° Proporfion rating the progfam "Good" to "Very Good" doubled:

Year I, 25 percent; Year II, 50 percent. ‘
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® Major strength during Year [ clearly seen as the New Pride

concept; "execution" variables more highly rated Year II.

Lack of community involvement,offered as a major weakness in
Year I, was not seen as a weakness in Year IIl. Poor

communication with other youth agencies was seen as the major
weakness in Year II,

Institutionalizations
. institutionalization.

3/4 of the respondents in both years favored

l# Key Decision-Makers

a. Familiarity: Remained at approximately 2/3 in both years.

b.

Ce

de

Impressions:

® Increase in positive perceptions of the program. Year I, 36.4
percent rated it "Good" to "Very Good;" Year II, 58.3 percent.

® During Year I program concept factors were seen as the major
strength. Year II emphasized more heavily execution factors
like the education component.

®

In both years, lack of community involvement and poor
management seen as weaknesses.

Position _on__Institutionalization: A high proportion favored
institutionalization in both years: Year I, 81.8 percent; Year II, 98.8
percent. ‘

Institutionalization Processs:

® Year I showed a much wider variety of views as to necessary
practices and best strategies to gain institutionalization. Year
I responses more clearly focused around securing objective
evaluation evidence of effectiveness, private and state funding,
and gaining the support of community leaders. o

o

In neither year did respondents feel it was highly probable that
the program would receive continued funding after the Federal
grant period. - Year I, 17.6 percent felt the chances "Good;"
Year I, 15.4 percent. ,
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San Francisco 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 San Francisco is a large city, compared to Providence or
Kansas City, lower .proportions wérq familiar with the program there than

~elsewhere. By YearII, 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 (70%).

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 Il

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 samples ovefﬁielmingly favored institutionalization of New Pride. In

the juvenile justice system and key decision-maker sample, the proportion
“favoring institutionalization increased in Year II.

There was little optimism among key decision-makers as to the progiam's
chances of receiving continued funding after the Federal grant period. In the

first year there was some clarity ‘that objective proof of effectiveness, private

sector and state fundjng, and .community support were the keys to
institutionalization. In Year II, no such clarity emerged. | “ ‘

425
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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 responsibie fer intake at
juvenile court. All abuse and neglect cases go to the Director of Abuse and
Neglect. Complaints of delinquency go to the Director of Intake where, given
the merits 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 filing,

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 agree 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 is the responsibility of a sj:ecialized :jfuvenile unit in
the district attorney's office. The office is staffed by three full-time juvenile
court district attorneys and is located in the juvenile court building. g

Defense counsel for indigent clients (the vast majority) is provided through
court appointment from a rotating. list of puvate attorneys. Considerable
criticism of this type of system was voiced as respondents felt there was a great
deal of variation between at*orneys with regard to the quality of defense

427
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provided. A permanent specialized public defender unit, it was suggested, might
provide superior Tegal counsel to accused juveniles.

Diespite this, respondents noted that contested dispositions were highly
adversarxal in nature. Only recently has some plea-bargaining entered 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.
Restitution orders and formal probation, with or without orders, are used for

 first-time and non-serious offenders. In more serious cases, judges commit youth

to the custody of the state social service department to be placed in one of four
state training schools, one for girls and three for boys, segregated on the basis of

‘ ége.

For "out-of-home" placement, generally reserved for “dlsturbed" youth, the

. court places the boy or girl in the custody of the state social services

departmerit, 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 10-person caseload,
alternative education, employment, and other service components. The project
is not housed in any one 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 has.no rigid entrance criteria. The program
grew out of, in fact, a dissatisfacﬁon with the restrictiens of New Pride
entrance criteria. The Intensive Supervision Project, however, contracts with
New Pride to provide case management and employment services,

Kansas is a "community correction state" based on the California and

‘)‘anesota models. As a.result of this and the hxstonca.lly positive relationship

between the court and the (Eomnymny, 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 progfams 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 year,
according to the Chief Administrator. The Court does not, however, have a
formal method for evaluating the effectiveness of the alternative programs thg)i
use.

Regarding the public's attitude toward juvenile justice in tﬁe 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 on criminals and delinquents" 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-fexplaining answers. The same respondent felt it was 'very
important to educate the public through presenting to them the true complexity
of the issue, involving abuse and neglec;, backgrounds, as well as difficult
perscnal and social situations. |

'As in San Francisco, the ‘ffespdndenfks felt jl;,ne-jﬁ&g}/é's“were not influenced to
a great extent by the public 'Ygef'tdugtt" attitude, Alternatives are being used at
a higher rate, in fact, aﬁ’dfgwfwéi/vers to adult court occur. Judges in Kansas
City's Juvenilelcdul‘t;_may be protected from publié influence somewhat because
presently the’irs are appointed positions, and""‘incumbents move through juvenile
court on a two-year rotation. o | .
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Kansas City Findings

Context Study
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Intake: Directer of Intake screens cases using objective criteria.

Optiqn.f; at Intake: Close, recommend to diversion, recommend filing
a p=itition, court-operated diversion.

Organization of Prosecution: Specialized District Attorney unit,

Responsibility for filing petitions.

Organization of Defense: Court-appointed from rotating list,

Organization of Judiciary: Judges rotate through every 2 years.

Level of Adversarialheéé:‘ High |

Amount of Plea Bargaining: Low . o

Concurrence with Probation Officer Recommendations: High

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 of the
programs. :

Public Attitude: Seen as harsh.

-Juvenile Justice System

de

b.

Familiarity: Same as Year I, 100 percent familiarity.

 Use:

° Same rate of referral, approximately 86 percent.

® Problems in making referrals decreased in year II,
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c. Communication:

) Rating of program's record of communication remamed stable
and high. “Year I, 85.7 percent rated it "good"' Year II, 92 3
percent.

e Large increase in frequencv of contact.

percent.

e. Institutionalization: 100 percent in both years in "'favor of
institutionalization. : : . e e '

f. Impact on Juvenile Justice System Increased proportion ﬁest ‘New
Pride had an impact on operation of Juvenile Justice system:' Year 1,
55.6 percent; Year 1I, 85 percent. The impact, as in San Francxsco,
was in serving as a new alternative to incarceration or a new
- condn‘.xon of probation. : ‘

Youth Agency System

a.. Fammang Slight increase in proportion familiar with New Prlde° ‘

Year I, 34,2 and Year Il, 89.9.

b. Commumcatxon. '85.7 percent felt program had developed a good
rec'ord of commﬂmcatxon. (No Year I data.) ‘

Ce Irr ipressions:

o Posmve in both years, slight increase. Year .«I,»'87.l; rating it
"Good" to "Very Good oy Yeap I, 92.8 percen

° Strengths were seem‘as diverse in both years, with the program

serving a popu}aﬂon in need rem..mmg a strength in both years. .

d. Instzt'.monahzatxon- 100 percent for mstxtutxonahzatlon in both‘

yearS- R P

Key Decxsxon-makers

a Familiarity: Approxzmately 2/3in both years were famxlxar with New

Pnde. e

° Views on qualsty of New Prxde improved. - Year 1, 50 percent
rated it "Good" to "Very Good'“ and YearIl, 87.5 percent. :

d.  Impressions: Highly positive rating of program quahty"m both yeaesy: .. ..
- Year I,*100 percent rated "Good" to "Very ‘Good;" Year I, 92.9*" e

3 b. Im ressionsu ’ B ‘_"”*‘»’»\4 ) I3 E At e e »‘~‘f~. “Lc..,.'!,‘ .V;:.:e;;<.:; - ,\k ) ‘:'wi I .

Rl

The major strength of the pro;ect in the first year was seen as
the New Pride concept. Execution variables were seen as the
major str ngths in the second year.

Weaknessess that were emphasxzed in Year | were management
and comrhumty involvement. In Year II they were
‘communication and under-funding.

Position on- Institutiona‘lization. Year I, 83.3 percent; Year Il, 100
reent were in favor of mstxtunonahzatxon.

Process of Institutionali‘zation:

Private sector funding was emphasmed in /botn years,

i In’ neither - year were the chances of securmg funding seen as
§ood least in Year II. Year I, 44.4 percent rated chances
Good" to "Very Good;” in Year I, 36.4 percent.
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~ Kansas City ,,Conclusions
, " One hundred percent of the juvenile justxc:e sample in both years were
. “familiar with New Prxde. Approxzmately 2/3 of the key decision-makers sample

T

in both years were fammar with it. In zhe youth agency system samp zé, the

‘ ' proportxon farmhar thh the program mcreased from 842 pércent to 89.5 L

percent, - _ 7 o e

- i e

Proba‘.uon officers referred youth at_a-stable and h.lgh rate “over tne two
e - - year pezuod, w.:th referral probiems decreasmg in Year 15

- i
oA

e f | A high proportmn of both Juven rile jusnce system and ‘youth’ agency system
' reSpondents saw the prog_r any as having a good record of commumcatxon and

improving in Ye‘arl!g e

o
\. L.

) One hundred percent of all three samp&es Ane bpfh years were in- favor of .
mstxmtmnahzauon. e ‘.

e

. p wate sector was seen as the key element m fundmg processes and
i strategles. Unfortunately, less than 1/2 in the' fxrst year and' fewer than 40
| percent the secand year ielt that chance'; were gooai for fxndmg new. fundxng.

e

s ,s : . e e e
L ey

e
e

xmproved sxte over t1me of the three consxdered in the Systexp !mpact atudy.

V]
o \\
i

) Overau, Kansas. Crty was the best received, ‘most con51stent, and mosts e

oA
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THE PROVIDENCE SITE

Context

1‘."44‘* :

In Prov1dence, the court may be said to approximate the traditicnal
| Juvemle court descrxbed in the literature. It is the Juvemle justice system, and
maintains control from intake through <:hspos:.tw;ﬂF ‘It is characterized by low
task Specxfxcauon, centralized autbnrxty, and little prosecutorial function.
Intake has little actual discr e‘txon fo adjust cases informally. Little discretionary

: screemng occurs. Ramer, all complaints are processed according to a written

criteria based on- age, number of priors, and the seriousness of the ofiense.
Alternattves wpaths for a given case include (a) close, (b) dwert, (¢) proceed with

A petmon. '

Probation receiVes the case, if the intake unit files a petition. The
probauon department is itself part of the State Department of Children and

" Their Famrhes. This soc1a1 service agency is also responsmle for the ]uvemle

corree ional facumes.

The Provxdence Court serves the entire state of Rhode Island. - Cases are
assigned to probanon officers on a geographi’* ‘basis. Social hxstorxes are
prepared and submitted after the facts of - e case have been determined. They

- are standardxzed in format with secﬁons of, amll*','schonz‘,’ '@%ﬁracter, “offense,
~and jivenile Justxce history. ,Tne reports generally contain a recommendation by

the probation officer as to a proper dxsposxtien. The respondents noted that this
recommendatzon is usually followead by the judge.

The prosecutor's role is the responsibility of city solicitors from the
geograp*uc ‘area in which the offense was committed. There is considerable
criticism of thxs sys*em. Crmcs argue that city solicitors are not eAperxenced in
.Juvemle prosecutxon and are ineffective. Also, the prosecutor plays no -

k sxgmfﬂcan.. role in the decxsxon to file a petitionof cfelmquency. ‘
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Defense counsel is provided by a specializé\'j juvenile unit of the Public
Defender's Office. Unlike the prosecutorial systéem, respondents viewed the
Public Defender's Office as excellent. “

Like the other two sites, contested dispositions are extremely adversarial
in nature. Like San Francisco and unlike Kansas City, a large amount of plea-
bargaining occurs in the Providence Juvenile Court.

Disposition optioris include directed orders without formal jrobation,
formal probation with or without orders, state training school, or "out-of-home"
placement. Alternative programs are few in the Providence area. Respondents
estimated that therz were less than three or four alternative programs other
than New Pride in the state.

Respondents also felt that the court assumed a supportive stance toward™
alternative programs such as New Pride. They noted, however, 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 irprove children's institutior.s in Rhode Island.

Respo}idéhts agreed ‘that public attitudes in the community are clearly "get
tough on crime" oriented. This has resulted in a number of punitive juvenile
justice bills becoming law in Rhode Island. They report, however, that the court
is not "caving in" to this pressure. Judges act independently and are not seen to,
have' exchanged their dxsposmon policies as a result of public opxmon. . The

juvenile court does, however, have active restitution and commun':; servxce

programs which are well received by the public.

The juvenile court in Providence is unique in a number of ways. Besides
havmg state-wide jurisdiction, it is one of the few true famxly courts in the
ct\untry, providing resolution for domesnc and juvenile matters. Also, it hﬁf

douhled the amount of judgeships in the past ten years. During that time, f.we ‘
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new positions have been added. Finally, the records system is 100 percent
computerized, very efficient, and provides excellent ground for Eluantitative
research. ' '
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° Same low proportion of problems in making referrals, slightly
% less in Year II.
i’:ﬁ ... Providence Findings ¢ Communication:
® Proportion who rated program's record of communication as
. good dropped. Year I, 91.7 percent felt record was "Good;"
1 Context Study: Year II, 58.3 percent.
- : . e  Frequency of contact decreased.,
: ansibili the court. High discretion. :
2  Intake: Responsibility of the & d.  Impressions: Proportion who rated program "Good" to "Very Good"
' decreased. Year I, 80 percent; Year II, 66.9 percent.
‘ i : : Close, recommend to diversion (court-operated 4 ‘
b.  Optlons at Intake o.s' ’ . v . ) ‘ v e.  Institutionalization: Slight drop in proportion favoring
diversion), recommend filing a petition, - - , institutionalization: Year I, 92.3 percent; Year I1, 83.3 percent.
. . el S irse ' . e ' f.  Impact on Juvenile Justice System: Similar low proportion felt New
c. Organization of Prosecution: City 5011C1t°f5’ no responsibility in Pr.de had an impact on Juvenile Justice System: Year I, 30.8
filing dacision ‘ R : -percent; Year II, 25.0 percent.
d. Organization of Defense: Specialized juvenile unit. . 3. Youth Agency System , |
e Organization of Judiciary: Superior court jud’ges rotate through for . : : ~a  Familiarity: Slight increase in familiarity: Year I, 60 percent; Year
| ) unspecified periods : : : 1I, 70 percent. : .
i ‘ : ; High ‘ | b.  Communications: 85 percent of the Year II sample felt the program
f.  Level of Adversariainess ) 8 : had developed a good record of communication with other youth
g.  Level of Plea Bargaining: High ° - agencies. (No YearI data).
{\ h. Concurfence. with Probation Officer Recommendation: High ¢ Impressions: | .
B . T ral to program, formal probation, state e  Proportion rating "Good" to "Very Good" decreased by 1/3:
- %:in?;gl::hoool tf%r:xst: of%xzfr::ﬁa;laceﬁ\egt. W;ide use of restitution and . Yearl, 100 percent; Year II, 66.6 percent.,
y el _ v /
community service. | ¢  New Pride service concept seen as a major strength in both
’ ‘ j P;:ncy ‘on Use of Alternatives: Modera‘tely‘ supportive, moderate o years, ‘
RGN ' valuation of programs. : ; L. o ;
A level of usage, no formal evalua 1on OF programs. NG | ' ®  Limiting entry criteria and staff were seen as weaknesses in
S k. Public Attitude: Seen as harsh., - - Year I; less so in Year II.
P ;‘;L * V : ° 4 ‘/’ 4 \ A i
t o ‘ d.  Institutionalization: Institutionalization was favored by a large
A ‘ . . . R proportion in both years, dropping slightly in Year II: Year I, 100;
i 2. Juvenile Justice System: . R ' ' \P*e'ar 1, 91.7
2R ’ - g ) : : ) ; 5‘ . L . 9 71e percento ¢
" Familiari ne in be s, 100 percent. e ‘
8 Familiarity: Same-in bt years, 100 p - 4.  Key Decision-Maker
b.  Use: ; : : L et Vs S R | a. l\“’amillizr;g-s : Mor: were familiar in Year II. Year I, 58.5 percent;
; e  Slight increase on proportion who referred to New 'rige:  Year A B -ear percent.
1, 885.7 percent; Year I, 91 percent. S ‘ o ¢ | ‘ ‘
‘ ; N 4-33
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b. . Impressions:

° 100 percent in both years rated program quality as "Good" to
"Wery Good." , 4

Providence Conclusions

5 i BT G S e,
S TR e
.

° Program concept variables dominated more in Year II than Year

100 percent of the juvenile justice system sample, 3/4 of the key decision-
I in regard to strength.

maker sample, and 3/5 of the youth agency system sample were familiar with
. New Pride. The proportions increased in Year Il among both the youth agency
system and key decision-maker populations.

® Sta.ffing issues were seen as a weakness in both yeers.

c. Position on Institutionalization: 100 percent in both years in favor of
MM

institutionalization.
; itutionalizatic o : i A high proportion of probation officers referred youth t¢. New Pride and
R Insntuuonahzatmm hould b ‘ ~ the percentage increased slightly in Year II. There were few cases of problems
energy for fundmg sho e - ‘ . e
) ifa?:d gozeesg?::ﬁf s?:t;ox nW;:: {to P?-];vate sector in Year IL. o making referrals end these lessened in Year II.

e ' Pessimism regarding future funding increased in Year If.

The proportmn of juvenile justice system respondents who felt the program
had developed a good record of communication with the court dropped from 91.7
percent in Year { 1o 58.3 percent in Year II However, 85 percent of the youth
agency system sampie rated the record "Good" in Year II.

The proport.- .‘ of * :spondents m“ both the juvenile justice and youth agency

system sample who ra . the pr %fam quality as high dropped in Year Il. Among
the juvemle justxce sys?:em sample, 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.

e S e e 3 T

Although institutionalization was favored by all samples in both years, the
o . e proportions favoring it in the juvenile justice system and youth agency samples

dropped during Year II. Again, 100 percent of the key decision-makers favored it
1 in both years,
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The emphaeis on the lgey" elements in gaining future funding moved from
state monies in Year I to the private sector in Year IL.

Though Providence was a highly regarded §1te by respondents in the first
year of the study, it fell in many areas in Year IL. ‘Nonetheless, like the other
5 sites, it still has an overall positive image in the surrounding systems.
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CHAPTER FIVE:

DISCUSSION AND RECOMMENDATIONS

DISCUSSION AND RECOMMENDATIONS FOR FUTURE IMPLEMENTATION
~ OF 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 succeszull, the data suggest that the serious problems some projects
co'nf‘ronte‘d, 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 mterna.l to the project and its paren: agency, the way the
juvenile justice system operates in that )unsdlctmn might have prevented even
an effective program, ‘from getting enough eligible youth, At the other New
Pride sites, dxffxcult junschcnonal conditions were or could have been
surmounted or aitered by a strong program.

Although almost every site was able to adapt to its jurisdictional setting;
the vast differences among jhrisdictions did impact on projects in a variety of
ways. Basically, jurisdictional differences set the stage for project adjustment
and not the reverse. The projects had to create ways of working within the
procedures and processes of the juvenile courts. Cases of discrepancy were

’ "resolved by project efforts to work within the system or its support (and its
referrals) could be 1e0pardxzed.

Even. the eligibility Criteria did not alter the 6fficial case processing of
youth served. The proportions of filed petitions that were adjudicated true in

~ the comparisen and treatment groups werecompared both before and after case
* action date. There were no significant before/after differences between groups
- in any jurisdiction. This suggests that the courts “were not adjudicating more in

“order to qualify youth for New Pride,k despite the strict program eligibility

criteria.

The lack of a measurable pro;ect effect on the impositional responses of
the juvenile justice system was further exemplified 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

3=l
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Sponsoring agencies that were most lik

. ely to be succ i -
New Pride projects were: essful in establishing

were equally as likely as their comparison group counterparts to receive such
commitments (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

~ ©  those that had a related organizati :
s tional pur

the provision of servi e purpose, such as

youth and adults; [ces to troubled or disadvantaged
J
n
:
J
%

° ‘those that had a

. credible re S . .
their community; cord of service delivery in

either incarceration or straight probation.

e

@ those that were neither t
that were nei 00 large nor too old. T,
i;ioarent agencies tended to be quite set in their :r:vzldae:;
;.ve an admxmstrati've orientation that did n6t>alld:ii/ ‘
them to handle the needs of a ne

W project in an effecti
way. They tended . ve
control; y to err through either over or under

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 outstandirig. Yet the task of
institutionalization proved to be a more difficult hurdle for projects than
implementing the Mew Pride model. Only three sites were able to generate
enough local fundis%g to continue after Federal monies ceased, and these
programs had to cut their services drastically. The full program model was too

° those‘_ thgt were not themselv

‘ g;g:lr:xzatxons, or 1ithey were, those in which the Director
. the parent agency simultaneously functioned as th

Director of New Pride. ©

es just beginning as

Fxnau‘y? new projects had a better chance of survival j
communities that had few programs for ad
competition from court-operated initiatives.

f they were placed in
)udu:atec! youth, and no significant

expensive to be supported by local funding sources.
While the experiences of the projects demonstrate that New Pride is
able, a central lesson of their experiences is th

impossible - to i i
po. .ble to replicate exactly such a strictly ‘constructed, sophisticated, and
expensive program model. At most  sites, ,

numerous factors made ex
>nsiy mode . xact
replication of the model infeasible or less than successful. Those sites able t
. e to

conti . .
ontinue after Federal funding was withdrawn had to modify their programs even
further due to severely reduced budgets.

options are there besides exact replication?
adoption or adaptation of the New Pride appr

 Both successful implementation and institutionalization were related to the replic
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.:

at it is very difficult if not

Because founding a New Pride program involved establishing a new organization,
the most effective management structure included:

15

Hence this question arises: what *
Exploring other ways to ensure the /
oach may prove more fruitful.

° An entrepreneurial Project Director, who was responsible
for bringing the project to the new city (proposal
organizer; person with the sense of mission), )

e  Coming from an established management position within
the parent agency,

e Which enhanced his or her capacity to secure
‘organizational resources on behalf of the project.

5-2 5-3
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Ways to Enhance Program Effectiveness and Reduce Costs:
Adaptation of the Model L

An assumption is made here that the essential purpose of promoting the

New Pride model is this:

The New Pride model provides a viable set of program

tools that can be used at the local level to address the

unmet remedial and developmental needs of juvenile

offenders in an individualized, integrated, and holistic
- manner.- In doing this New Pride can provide a way for

juveniles to break out of a pattern of delinquent kehavior

and- find a higher, more personally and socially .
- constructive road to adulthood. .

In light of the kinds of problems which arose in replicating and
institutionalizing New Pride, we suggest that the concept of "replication" be
replaced by that of "adeptation," while retaining the essential purpose of the
New Pride approach. Within this framework of model- adaptation, certain
modifications could be made fo simplify the model's design which could make it

both more effective and less expensive.

The central émphasis of this adaptive approach would be -on the

Individualized Integrated Service Plan (IISP), wiich is perhaps the single most
important program element that makes New Pride unique. Only through
developing, using, and updating the ISP can the program be assured of offering
truly individualized and integrated services. Most New Pride projects found the
IISP a very difficult tool to use, for they were more -accustomed to a reactive
service approach than the process of planning treatment proactively. »At' séveral
sites the IISP process was never considered impot‘%ant and thus was never fully
utilized. These prdgrams provided a rangé of services, some of which were quite
effective. However, the heart of the New Pride model - identifymgt a youth's

needs, setting objectives to meet these needs, and working together to design -

and carry out a plan of services to ‘achieye the objectives — was missing. On the
other hand, those sites that seriously tried to use the IISP process found that as
it became 3 more integral part of their program, it significantly increased their

S

*L‘a}_:iility ‘gg%;optimize the effectiveness of the many services they provided to
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Along with the IISP process, the basic“l)!evi Pride service interventions

should be i *intensi
.emphasized, These .are: “’intensive supervision/counseling,

- education/ tutoring, and employment/ employment preparation.

Wl:nen a program's foundation is strong, that is, when the IISP process and
the. basic services are functioning effectively, then the program might add
ancillary servicas iland activities, Although a basic diagnostic assessment s
necessary to .develbp. an appropriate IIS?'; & more compiete diagnostic work-u
perhaps along the lines ‘of the four-level testing battery of the model could tf’
added later. Other program elements which could also be added lat’er on ar:

cultural and social activiti i
) 1es, and the cultivation and trainj i
o y v ‘ g of community

Such a concentration of emphasis would open the way for the evolution of
mt?re naturai organizational growth than appeared possible in most of the New
Pride | Replication Projects. Were project efforts allowed to evolve mor‘
naturally, stimulated by an increased awareness of needs and potentials as wele;
as by- their own evolving motivation to address those needs, then the resuiting
f)rgamz;tional efforts would have a more basic integrity. Those involved 15
implementing the approach would be more likely to héve a vision of how these
effor’ts‘ needed to unfold, They could evolve their own, perhaps more viable
strategl_es - for accomplishing them, since the strategies would have been
generated locally and not imposed in any sense from without, E.fforts to adapt
the. "basic" model would be the rasult of a natural evolution; they would :e

internally motivated, rather than gxterhauy motivated and subject to external
(or the perception of external) pressure,

f I|.1 future adaptations ,,°f’ the New Pride model, existing treatment programs
:r.dehnquent youth which might offer only one or two basic sérvices could focus
their resources on adding the other basic service components of New Pride. A

non-computerized ISP process could be added at no expense, but project

:dmnnsstx'-afors . and staff would negd thﬁ'rough training in using the IISF,
ugmenting existing programs rather than creating brand new ones might assure

.more stable programs with far better chances of institutionalization,
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Proposed Retinements of the Modei o ,V .

sis
Within the context of the adaptive aoproach, whxch piaces initial emphal
mplex
on the ISP and the basic service interventions ‘and then builds a more CO :) -
ents
program as these elements grow strong, we suggest some specxiic refu;e;n 2
mat» ro
hese proposed modifications orig
the New Pride model. All of t e
tions for change or as spontaneous p
sites themiselves, either as sugges .
of the modei made locally. The modifications, which will be chwussed ,b o

T AT T TR AR

as follows:
1 Aitering the determination cf client eligibility.
2. Simplificatisn of the diagnostic testing battery.
-5, Accreditation of the Alternative School.
g, Increased use of local resources by the employment
component.
5. Creationof a ,c':ourt liaison positicn. | }}
f school -
assi nment of the functicns o 3 ’
& iefrs:leﬁg:atmn egr\d volunteer coordination after the project
start-up phase.- | | o
7 Modiiying the six month intensive phase/follow-up phase
g s dichotomy.
8. Simphﬂcation of program evaiuation. ‘
5. Expansion of techric cal assistance.
' Determining Eligibiiity

) Clearly, a nationally esta
chronicity by the number of a ;ﬁdic
practical or 2 research pémt of view.

’;aﬁshed entrance criteria defining ofiender
ations was not very satxsfymg from either a
:iurisdxctionai difierenees in the

jects
procudures of eaabhshing guilt were too vast from city to cxty if new proj

1terxa :
targeted for serious or chronic juvenile offenders are contemplated, new er T

+should be consxdereo in hght of all the recurrent problems.
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The intent of New Pride has been to serve seripus and chronic juvenile

‘offenders, youth at risk of being remanded to long-term custcdial institutions. It

-ha$§ served and contmues to serve such youngsters. (Replication clients average

11.3 pnor Off Ienses, 6.7 of them sustained by the time of program admission.)
However, more flexible guidelines would be necessary to future replications of
the pro;ect, especially if it were deemed desirable to target clients from large
American cities. Jurisdictions with large caseloads are quite unlikely to alter
their estabhshed procedures to accommor’ate the referral needs of new

community programs, yet they have an abundance of serious and chronic
offenders. This target group of of

enders is defined and handled differently
across the cot ity '

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

‘o3 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 juvenile offenders in a given jurisdiction.

Any eligibility guideline for client intake should be based
on a_site by site determination of juvenile court
procedures in order to assess which members of the

population of probationers are consxdered the most serious
offenders.

Yeat it is impossible to set an explicit site criteria based on "seriousness"

without some knowiedge of the distribution of "seriousness" estimates within

‘each jurisdiction. Such estimates may be acqmred by some pre-sampiing of

juvenile history data prior to the intake of any clients at each project location.
The sample may be relatively small, 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 size of the
available local data base. grows.
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o For fuare projects, 2 qualified perch ST Bl ness
3 s5e
sample of the levels ot oiiens onicity e juvenile
in a random draw of case- es fro €
fcc:;:‘r:;j records in each jgrisdtct;gn,o i??g ain:ieeﬂ,;:\:e ‘&qsm;:
icials,. Once the universe _
ggﬁ:ied and the deﬁnitionsdand proc:d:rfe;:;ng:gs: el‘:
surisdiction have been documente _
‘:?:?erli:lrs, new "individualized" criteria can be established

in conjunction with the courts.

Diagnostic Testing

Given the expeﬁences of the Replication projects, an efffective ox;
meaningful replication of the diagnostic component f)f the New :;rlder a:\:gs
appeared to be an unusual event, one which was conu.ngef\t upon. fe %n m,a =
previous familiarity with the diagnostic process and with its us? in or. stii
treatment plans. Specifically, in order to \implemem': functxcinal :;1::.13:.\: o
procedures, the project director would appear to need thxs.exper.txse. ) 115 t” hiéh
to the complexity of its integration with the rest of the Ne~ Pride .rlr}o e! w,ith o
requires educating other teaching and counseling personnel unfamiliar

utilization of test scores.

The diagnostic component in its original form in the New Pricfe lfnode; ::Z
éxtremely expensive and difficult to implement. The value and pno:tzr r:a ”
component should be re-evaluated in light of the reduced resoux-'ces tha : -
available to future New Pride programs. As suggested above,.xf programs1 b.e
to use a comlex, multi-leveld diagnostic testing batter.y, tiué should o@ 1 -
irﬁpleme_nted after the ISP process and. the basic servxce. com;tonen:is a:osﬂc
place. In the initial phases of program impiementation, the diag

. component might be simplified in the following ways to preserve the essential

features of the model while reducing costs:

L Level 1 screening t-uzs for learning disabilities §:§utd l:coe
few and only those not requiring a spegx 1:n et
administer. A qualified ('..dal education teacher n th
program staff should be able to do the initial screening

for learning disabilities.

5-8
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° Further testing and learning disability diagnosis should be
the responsibiiity of qualified consultants who are willing
to do the additional testing at the project facility. This
procedure keeps the diagnostic process "in-house" while
avoiding any perceived stigma possibly involved with
being referred to an outside mental health unit.

e Tests requiring board certified psychologists for their
administration in many states, such as the WISC-R or
WAIS-R, should be moved to Level II and only given to

youth suspected of being learning disabled after the initial
screening.

° Testing for learning disabilities beyond Level II should not
be required. '

] Youth coming into the program should be pre and post-
tested for academic achievement, at least in the areas of
reading and mathematics. This testing might be done by
teaching staff, a procedure which should facilitate the
utilization of test results in the IISP process and in the

teaching program. Post-testing is essential to provide
impact data on educational services.

The New Pride Alternative School

At most Replication projects the Alternative School was a highly
successful service component. Two sites were able to secure full accreditation
of their Alternative Schools so they could graduate students. Most of the other
sites were able to 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 one or two teachers whose salaries were paid by the local district,

. psychological and/or diagnostic services, and the like.

f

This service component has the potential to be one of the most readily
institutionalized through achieving accreditation and qualifying for local, state,
and/or Federal education monies. The experience of the Replication projects
shows it can either be fully funded by state tuition monies (Camden) or receive
in-kind support including teaching staff, books and other teaching materials, and
supportive services. The accreditation process, however, differs from state to
state and can be very difficult, time consuming, and slow. Commonly, many

5-9
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requirements must be met, such as building a sufficient library, acquiring

particular teaching materials, and developing sper;ific curricula. Schools can
qualifyt for monies that are earmarked for a number of purposes from all le:-:vels
of government. They can tap into funds for special education, vocatmf\a.l
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 fuil support from project

- administrators, could assume responsibility for gaining schocl accreditation and

qualifying for educational funds. If this were a high priority of the project and
specifically assigned to one person, it is quite possible that the educational
component could be fully institutionalized.

he Educational Supervisor, supported ) bx project
* Zdreninistrators, should l?svork towards accreditation of the
Alternative School. He or she should also 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 Refinements
5 , :

Any future New Pride projects, either nationally or locally” suppgrted, will
probably be operating at far lower levels of funding than did the replication
projects in their first two years. Thus, if thgy are to be able toémplemept a
viable, effective employment 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 impcrtéht that realistic goals be 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 P'ride teachers in alternative school

5-10

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 youth employment 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 CETA 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 to place 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 agencies 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 services being provided to clients. Although another agency may

be involved in placing a cliént, 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 progress. |

Regarding the employment cémp@nent as a whole, refinements of the
model might include the following:

5-11
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° Curricula for job readiness and career exploration classes
should be provided for teachers to use in the classrooms.

° The project might pay one-half of one year's salary of a
job counselor in a local employment agency with the
agreement that that person would place New Pride clients

in jobs and continue to provide those services for at least
one year after the subsidy ends. This procedure could be
generalized to the utilization of community resources in
areas other than employment.

® New Pride counselors or case managers could monitor the
' progress of clients placed on jobs as part of their
intensive supervision of these youth.

L

A Court Liaison Position

In the original New Pride model, staff at all levels were to deal with the
juvenile justice system. Project Directors were to establish referral procedures
and means of communication with the local juvenile court and probation
dgpartment. Intake counselors were to ascerfain client eligibility and facilitate
the referral process. Case workers were to rnaintain communication with their
clients" probation officers, submit progress reports to the judge, and accompany

youth to court hearings.

This division of responsibilities inevitably created problems, for vital
information was sometimes not communicated, which led to misunderstandings
or a drop-off of referrals. Also, the counselors frequently found themiselves
overextended with the many tasks they had to perform and places they had to be.

| To remedy this situation, several Replication projects created a court
liaison position. This centralized the = responsibility for maintaining
project/juvenile justice system linkages with one person who spent a major

- portion of his or her time at the court. Giving the judge and Probation Officers

one person to contact with issues or problems and having that berson‘ readily

accessible had a very positive effect on this relationship which was so crucial to

projects. Every site where a court liaison position was created found that their

5-12
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liaison positi i m

o hisnofcl,fel:l:i?;l This person should spend & major portion

facili tating ref:r?;: ioco;x;t, and have responsibility for

e . O € project intaim
Ommunications between coyrt offiéials ai?ldthg, ::'2}::31%

School Reintegration and Volunteer Coordination

- and found they
lients were not yet ready for school

to dea.l with an influx of volunteers, As
d the original staffing plan by the end of

re1ntegratinn and staff were unprepared

a result, almost every project had altere
the first year,

were performed o ini -
and fourth years of operation, nly minimally, even in sites third
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important to consolidate the responsibility for these functions with one or two
persons and make their performance a high priority. Only in this way will t.hc.a'se
tasks avoid being eclipsed by other demands, particularly those of providing
direct services,

i i dination
The School Reintegration and Volunteer Coor .
* components should be implemented only after thg _basxc
services are fully functioning, and should be specifically
assigned to one or two persons,

Intensive and Foliow-up Phases

The New Pride Replication model stipulated one year of program
participation split into two discrete and equal pha;es: a six-month intensive
phase and a six-month folow-up phase. In practice, this strict timetable. was not
useful. Projects found that clients have very different needs. Some chents‘ can
benefit greatly from a very few months of services., After that they are elfher
attending a public school or working, and neither want nor need tf) contxmfe
inténsive participation in the program. Others need to be intensively m\.'olved in
New Pride for a whole year before they are prepared to strike out on their own.

The six-month intensive/follow-up dichotomy proved to be too rigid for
sites to accomodate. The level of services different youth need varies as much
as the length of service involvement they need. All of the repli‘cations bqught
into the two level idea, but preferred to define these levels individually. One
project administrator explained: -

"The manual says (follow-up) is six months. But it
does;'.':r work that wayy. We might just be getting them to.
the door in six months. It takes three or four months to
get a kid turned around, and for a few months after that
we maintain a contact. A lot of times when a kid is
turned around he'll only be here once a month or twice a
month. So a lot of times we don't really have a follow-
up...There's no way I can see that in six months we couk} ,
say: 'Oh, six months....we'll see you.! Some need more;
some need less."
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At most sites the model'
individual clients.
guidelines,
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 two
different levels of program involvement should be

retained, but their length should be individualized for
2ach client, —

Evaluation

Considering the financial resources of most projects that might wish to

adapt the Mew Pride model, it is unrealistic to expect much to be done with
project resources in the way of evaluation.

; Yet all programs need to be
accountable, and need to have some hard data to show what they have

accomplished. Replication grantees were unanimous in suggesting that at a
minimum;

®  Hard data should be available to show gains in educational
A ' achievement, both in reading and mathematics;

® Follow-up should be done on client recidivism;

° Service delivery information, inciuding 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
comprehensive evaluation component,

institutionalization of any project to

projects will support a
it is important for the implementation and

maintain and present objective data. In the

New Pride model, the IISP process is crucial. This process can only function

=15

s timetable was altered to meet the needs of
As this was not an acceptable change under the replication
the result was that most projects made unannounced alterations to
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optimally if 1t 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.

e PIRE recommends that all new sites conduct a self-
' evaluation, which includes data on impact measures,

ERPR e covi

R g s '

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

assistance as needed, and monthly telephone £ -
the duration of the program. y telephone follow-up for

A program procedures manual, describing disciplinary

/ procedures, level systems, staff responsibilities, etc.,

which represents a new training manual for New Pride

sites, would be a helpful addition to already existing

documentation.

treatment plans and the delivery of services to clients.

Technical Assistance

As a consequence of the heavy investment of the Federal government in
the 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, inn the geographic areas where New Pride sites have been
effective programs, it may be advisable to capitalize on this resource with

respect to technical assistance to new projects. The Host Site concept,
employed by the Restitution Training and Technical Assistance Project, wouild be
a good one. '

In normal circu;nstancés, projects could afford but little training or
technical assistance. Therefore, the following recommendations could only be
D : implemented in an optimal financial situation, such as would resuit if the Office
| of Juvenile Justice and Delinquency Prevention were to fund technical assistance

to help projects adapt the New Pride model.

° During the first month after new project staif have been
hired, a week-long training session should occur on-site to
educate all staff in how to implement the New Pride

iy 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 du," "what to look for,"

"what to say," variety. ‘ ‘
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