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I nt roducti on

In the fall of 1995, the U S. Departnment of Justice (DQJ) reported that the
Nation's prisons and jails held nearly 1.6 mllion incarcerated i nmates,
conpared with 1.5 mllion inmates in 1994. This correctional popul ation
expl osi on caught many jurisdictions by surprise and found themill
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equi pped to handle the problem In response, many States have begun and,

in sonme cases, conpleted |arge-scale prison and jail construction projects.
However, this massive construction effort has not been able to keep pace
wi t h burgeoni ng correctional popul ations. As capital and operational costs
soar in a correctional systemthat is continually expanding, correctiona
officials are recogni zing the need for nore effective and | ess expensive
approaches to sanction and supervi se nonvi ol ent of fenders.

Recogni zing this need, the U S. Congress authorized the Correctiona
Options Anendnments to the Crinme Control Act of 1990. Wth that

aut horization, the Bureau of Justice Assistance (BJA) was charged with
provi ding financial and technical assistance to public agencies and
nonprofit organizations for the devel opnent and eval uati on of
cost-effective correctional options that reduce reliance on traditiona
nodel s of incarceration while enhancing the reintegration of nonviol ent
of fenders into the community. These interventions include

comuni ty-based alternatives to incarceration, institution-based drug
treatment or training prograns, early release with intensive reentry
servi ces and supervision, or a conbination of these and other prograns.

Thi s nonograph introduces a set of activities and tasks involved in the
design, inplenmentation, and operation of correctional options based on the
experience of nine correctional agencies funded under BJA's Correctiona
Options Denmonstration Program Although the experience of each of these
correctional agencies has been uni que, nobst have faced simlar issues and
chal l enges in devel opi ng and operating their prograns. This nonograph is
a primer for creating effective prograns based on the | essons | earned by

t hese agenci es as they addressed these conmon problens. It is also a

gui de for both policymakers and practitioners interested in reducing their
reliance on incarceration as the sole or primary nmeans of sanctioning
nonvi ol ent of f enders.

Sone readers may question the wi sdom of pronoting correctional options

at a tinme when nmuch of the general public and nmany el ected officials seem

to support nore punitive "get-tough-on-crinme" approaches. OQthers may

wonder why the current generation of correctional options should be

supported when many earlier comunity-based correctional interventions

failed to denobnstrate positive results. However, the grow ng cost of
constructing and maintaining correctional facilities in the face of shrinking
State and | ocal budgets |lends strength to the argunment that the public wll
support cost-effective correctional options aimed at pronoting public

safety. [1]

The chal | enges and opportunities facing today's correctional admnistrators
are greater than ever. On one hand, the Nation is wi tnessing the greatest
and nost costly use of incarceration in history to solve its crime problem
On the other hand, State and |local governnments are hard pressed to finance
this increased reliance on incarceration and other traditional fornms of
correctional supervision. These two conflicting trends--escal ati ng denmand
and dwi ndling resources--offer correctional practitioners an unparalleled
opportunity to be innovative and nore effective. BJA's Correctiona

Options Denmpnstration Programis one vehicle that has enabl ed many

States and counties to test new nethods of supervising nonviol ent

of fenders. The follow ng pages present key | essons these jurisdictions

| earned in the process of planning, devel oping, operating, and evaluating a
wi de range of correctional options.

This introduction has presented broad crimnal justice and societal trends
t hat have influenced the energence of correctional options and descri bed
BJA's Correctional Options Denpnstration Program which has provided
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financial and technical support to State and | ocal governments for

i mpl ementing these types of prograns. The renmi nder of the npnograph

consi sts of three chapters on program pl anni ng, devel opment, and

i npl ementation. The information in each chapter is organized around a set
of activities that are fundanmental to the effective conpletion of the stage
treated. The critical activities described in each stage are presented
separately for instructive purposes only. In reality, the activities are
typically dealt with in a coordi nated, conprehensive manner.

Chapter 1, Program Pl anni ng, discusses the inportance of building

br oad- based support fromthe outset for a proposed correctional option

Thi s chapter encourages the active participation of key constituents in the
crimnal justice systemand the comunity, presents the information

pl anners need to make sound policy decisions about how the program

shoul d be structured, and suggests ways of neasuring the progran s val ue
and effectiveness.

Chapter 2, Program Devel opnent, outlines a process for choosing program
features and devel oping an adm ni strative structure that will support the
program The chapter focuses on determ ning which of fenders the program
will target, selecting cost-effective services that will neet the target
popul ation's needs, recruiting and training staff, and building public
support for the program

Chapter 3, Program Inplenentation, identifies the tasks that program

adm ni strators nmust undertake to initiate the program and ensure its proper
| ong-term operation. This chapter describes nethods of establishing

per f ormance- based benchmarks and tinmetables to gui de program

operations, deciding who should deliver each program conponent, and
provi di ng conti nui ng supervi sion and service delivery in the conmunity. It
al so di scusses the inportance of nonitoring and evaluation in determnning
program success.

1. Recent research indicates that the general public will support sentences
that provide for offender accountability and conti nued supervision of
nonvi ol ent offenders in the community. For exanple, a 1991 poll by the
Wrthlin Goup for the International Association of Residential and
Community Alternatives found that four out of five Americans support
comuni ty puni shnment over prison for nonviol ent offenders. Another

study, conducted by the Public Agenda Foundation in 1989, found that
informed citizens will support alternative sanctions when the punishments
are applied appropriately.

Chapter 1
St age One: Program Pl anni ng

The pl anni ng process described in this docunent may seem daunti ng.

However, BJA's Correctional Options Denonstration Program indicates

that the result nay be not only a successful correctional options program
but al so the begi nning of a new way for the stakehol ders involved to work
together in the future. For exanple, in Orange County, California, the
correctional options planning process enabl ed the Probati on Departnent to
actively involve key decisionmakers from other county agenci es--

i ncluding the prosecutor's offices, the judiciary, the public defender, and
| aw enforcenent--in the design of the correctional options project. The
process proved to be so effective and beneficial that the agencies have
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continued to coll aborate, not only on the inplenentati on and operation of

the correctional options project but on other crinmnal justice projects in the
county as well. The process of planning a correctional options project can

be at least as inportant as the result. This chapter describes critica
activities in the planning process.

I nvol ve Key Deci si onmakers From the CQutset

Obtaining the participation and support of key decisionnakers and ot her
parties within the jurisdiction is an essential first step in planning a
correctional program A nunber of sites in the Correctional Options
Denonstrati on Program acconplished this objective by formng a policy
group to oversee the planning process.

The conposition of the policy group is crucial in successfully planning the
program For exanple, the Vernont Departnent of Corrections undertook

a conplete restructuring of the State's sanctioning systembut failed to

i nclude key nenbers of the judiciary and prosecution in the planning
process. As a result, program adm nistrators later had to conduct extensive
mar keting activities to the courts to generate referrals for the newy
created, nontraditional sanctions. Cuidelines for selecting nmenbers can

i nclude the follow ng:

o List the agencies or persons whose participation in initiating the efforts
is essential, such as the judiciary, prosecuting attorney, public defender
parol e or probation adm nistrators, policynakers, public or private service
provi ders, and correctional institution officials.

o Consider groups that will be affected by a correctional options program
such as victimadvocacy groups and | ocal |aw enforcenment agencies.

o Do not overl ook groups that mght be affected indirectly, such as
nei ghbor hood organi zati ons.

The val ue of a broad-based policy group is threefold:

o Participation builds commtnment. People who are actively involved in
pl anni ng develop a commitment to the results.

o Different perspectives contribute to better solutions. Different el enents
of the justice systembring different perspectives and insights to the

pl anni ng process as do groups from outside the system Successfu

prograns address the needs, interests, and concerns of the affected parties,
not just those of the host agency.

o I nvol venent ensures accountability. The involvenent of representatives
of all segments of the justice system ensures the accountability and carefu
direction of the planning process.

In some cases, the policy group may not be the appropriate entity to
performthe detailed planning of a correctional options program If so, it
will be necessary to create a working group to carry out the daily tasks

i nvolved in planning the program Policy |level approval for action is
necessary before the working group can begin its task, particularly when
the policy group includes top-Ilevel personnel who may not be able to
devote the tinme necessary to develop a detailed plan. In this case, a
wor ki ng group of staff-level personnel should prepare the plan under

gui delines set by the policy group. However, the working group should

mai ntain close contact with the policy group. One way to facilitate contact
is to include one or nore nmenbers of the policy group in the working
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group. The policy group nust be consulted regularly, kept infornmed about
the working group's progress, and given anple opportunity to provide
meani ngf ul oversi ght and direction. The policy group should not sinply
be asked periodically to ratify working group decisions.

It may be necessary to foster teambuilding within both the policy group
and the working group. Any agency or personal rivalries or distrust wll
have to be overcone if the stakeholders are to work together effectively.
The | eaders of each group must be sensitive to group dynam cs so that
they can build upon each nmenber's strengths whil e keeping focused on the
tasks i medi ately at hand as well as the |ong-range objectives of the

pl anni ng process.

Achi eve Consensus on the Probl em

Any new devel opnent that has the potential to affect incarceration rates in
a significant manner--such as a new determ nate sentencing statute or
mandatory i ncarceration for drunk driving offenders--may precipitate an
interest in correctional options anong deci si onmakers. An exani nation of

a jurisdiction's correctional systemgenerally is spurred by a problem such
as an overcrowded jail, conmunity concern about juvenile violence, a
budgetary crisis, or changes in |aws that would have a major inpact on a
correctional agency's operations.

The first task for the working group is to reach consensus on the nature
and rel evance of the problemat hand. At this point, it is not necessary to
agree on the underlying cause of the problem it is enough to agree that the
probl em has significant effects on both the conmunity and the crim na
justice system It is also inportant to renenber that the nature of the
probl em may change or be nore accurately defined at |ater stages in the

pl anni ng process. For exanple, the conplex nature of Florida's prison
crowdi ng probl em becanme nore apparent when the State's correctiona
authorities denobnstrated that a significant portion of State prison
readm ssi ons were caused by rule violations or nonviolent illicit drug use
by parol ees. This know edge influenced Florida to initiate its Correctiona
Options Drug Treatnent Community in Bradenton in an attenpt to divert
nonvi ol ent, drug-dependent parol ees away from State prisons and into
treatment designed to address the causes of their drug dependency.

The policy and working groups should agree on the initial steps needed to
resol ve or reduce the problem They should al so agree on the nature and
scope of the planning process and a tentative tinmetable for the conpletion
of critical tasks.

Organi ze Information for Decisionmaki ng

The next mmjor step in the process is to obtain and organi ze the
information that will be needed for deciding howto structure the program
First, program planners need to deci de what data can reasonably be

obt ai ned or developed in light of existing resources and the tinme avail abl e.
This process includes identifying the kinds of information needed, the

ki nds of information available, and the |ocation and form of avail abl e

i nformati on.

When organi zing information, it is inportant to consider factors affecting
the correctional problemthat the new option or options will be designed to
address. Relevant questions in this regard include:

o What are the decision points in the crimnal justice systemthat
ultimately affect the probl enf
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o What kind of information about each of these decision points would
contribute to understanding the probl enf

o What kind of information about the subject population is needed?

After these questions are answered, planners can assess the avail abl e data.
Frequently, infornmation is scattered anong different governnent agencies
and in different offices within an agency. It nmay exist in inconpatible
managenent information systens. It nmay be available only in nmanua

form or it may exist only in primary source docunments such as individua
case histories.

What ever the state of the information, it is critical that the planning

process be based on the available data. As an illustration of the need for
data, consider the jurisdiction faced with jail overcrowding. On the
surface, the overcrowding may appear to reflect an increase in illicit drug

use. However, to determine the validity of this assunption, it is necessary
to exam ne first the characteristics of the current jail population, including
commi t ment of fenses, preadjudication or postadjudication status, tine

served, and other relevant characteristics that, taken together, will provide
a profile of the jail population. Based on this assessnment, it may be
necessary to exam ne data reflecting other factors such as denographic
changes, arrest rates, police disposition policies, charging policies
(including plea bargaining), bail policies, probation and parole revocation
policies, sentencing policies or guidelines, and other decision points in the
system that determ ne how the drug of fender noves through and exits the
system Exami nation of these data should provide at least a |likely

expl anation of the jail's population increase. Only with this type of
information is it possible to develop a correctional options plan that wll
address the causes rather than the synptons of the problem

For exanple, the Los Angel es County Probation Departnment entered the
Correctional Options Denonstration Program s planning process intending
to devel op a correctional boot canp. However, after analyzing data, the
policy group changed its focus and ultimately determ ned that its target
popul ati on's needs woul d be better addressed through the operation of a
nmul tifaceted, comunity-based service delivery program

The organi zation and anal ysis of relevant research findings are also

i nportant parts of the information search. An energi ng body of research

in the crimnal justice field indicates that certain kinds of correctiona

i nterventions are effective. Planners need to identify which interventions
have worked with specific types of offenders and then determine if the

i nterventions can be replicated in their own jurisdictions. It nay be hel pfu
for the working group to present the salient findings of relevant research in
the field to the policy group (and possibly later to other key constituents).

The available criminal justice data and information often guide the
essential task of targeting, discussed nore fully below. Initial targeting
guestions with which the working group may be confronted at this early
stage include the follow ng:

o For whomwi Il the progran(s), service(s), and sanction(s) that result
fromthe planning process be designed?

0 What are the characteristics that define this targeted group of offenders
and di stinguish themfromthe broader offender popul ation?

0 Are these characteristics sufficiently clear that guidelines can be
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devel oped for easy determi nation of eligibility and uniform application?
Clarify the Jurisdiction's Crimnal Justice Sanctioning Coals

Bef ore deci di ng what type of correctional option is appropriate, planners
need to exam ne the broad social, political, and econoni c environment in
the jurisdiction, given the high | evel of public concern about crinme. The
policy group may want to explore these considerations by answering the
foll owi ng questi ons:

o What is the public likely to think about correctional options?

o What specific benefits of correctional options are nost likely to appea

to the community and to the crimnal justice systemthat will host the
option?

o How wi || the nmedi a depict a sanctioning approach ai ned at reducing
reliance on incarceration, saving funds for other needed services, and
changi ng of fenders' criminal lifestyles?

o WIIl elected officials support the progranf
0 Wuld it be desirable to pilot test the progranf

o Are there sone groups of offenders for whomthe public would perceive
the options to be nore politically acceptable than for other groups?

0 Are there individuals who could influence the public's perception of the
program but are not currently participating in the planning?

In addition to the broad political environnent, it is also inportant to
consi der the values and goals of the criminal justice systemin which the
option is being planned. A critical step in the process of designing any
correctional programcenters on the answer to the question: Wy are

of fenders sanctioned? To deter, rehabilitate, incapacitate, restore, punish,
or sone conbination of these goal s? The answer will guide

deci si onmaki ng about the option throughout the planning and

i mpl ementation stages by directly influencing such programrmatic choices

as selecting the offenders to be targeted for the program the sanctions and
services to be delivered to them and the neasures to be used to determ ne
program ef f ecti veness.

Finally, it is inportant to exanmne the "fit" between the proposed
correctional option and the agency that will host it. The option should be
conpatible with the agency's m ssion, and agency nenbers shoul d have a

cl ear understanding of the need for the option, either to address a
recogni zed problemor to provide an opportunity for inproved operations.

Pl anners al so need to exam ne the agency's capacity and authority to plan
devel op, and inplement the option, including performng a realistic
assessnment of the resources (i.e., noney, staff, and comunity services)
available in the jurisdiction.

Determ ne the Type of Option Best Suited for the Jurisdiction

Correctional options are of two types, depending on the point in the
correctional process at which they are applied. The first type, often
referred to as a "front-end" option, occurs before incarceration starts, when
of fenders who woul d ot herwi se have been sent to an institution are given

an alternative sanction that includes enhanced services and conmunity

supervi sion. The second type of option, frequently called a "back-end"
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option, takes place when offenders who are actually serving sentences are
rel eased fromprison or jail early to enter sone type of supervised but |ess
restrictive program Sone prograns include both types of options.

Vernont's correctional options programis an exanple of a front-end
option. As noted above, eligible offenders are sentenced by the court to
one of two conmunity tracks. New Hanpshire's programillustrates a
back-end option in which of fenders who conplete an institutional program
beconme eligible for early rel ease. The correctional options prograns
operated by the Maryl and Departnment of Public Safety and Correctiona
Services and the Maricopa County (Arizona) Adult Probation Department
provi de opportunities for both front-end and back-end options.

What ever the design, to be successful, correctional options prograns nust
seek to change young offenders' crimnal |ifestyles and reduce reliance on
i ncarceration either by diverting nonviolent offenders otherw se schedul ed
for incarceration or by reducing their [ ength of stay.

Anot her essential characteristic of successful correctional options
programs is cost effectiveness. Cenerally, the key element in deternining
cost effectiveness is reduced use of institutional bedspace. However,
correctional options progranms tend to have relatively high per-client daily
costs.

As a result, planners need to be able to docunent that the savings in bed
space costs will nore than offset the costs of the program The Riverside
County (California) Probation Departnent, for exanple, converted its
entire canp programto a correctional boot canp enphasizing of fender/
cadet educational achi evenent. Enhanced educati onal progranms added

to the daily average cost of the boot canp. However, the county has been
able to increase the canp's average daily popul ati on by reducing the
average length of stay in the canp and increasing the nunber of offenders
who successfully graduate fromthe canp, thereby offsetting the added
costs of the enhanced progranm ng.

The size of the target group is also a critical factor in determ ning cost
ef fectiveness. Planners need to determ ne that the system can generate a
sufficient nunber of offenders within the target group to produce the |eve
of savings necessary to justify ongoing program operations. Mich | arger
potential savings will result froman increase in the success rate of

of fenders conpl eting options prograns conpared to i nmates serving the
traditional institutional sentence. However, these savings can be
deternmined only by | ong-range cohort research studies, which are difficult
and expensive to conduct. Nonethel ess, correctional options prograns in
California, Connecticut, and Vernont have initiated such studies.

In California, the research was mandated by the | egislature when the
program was established. The California Youth Authority (CYA) research
staff were involved with the options programfromthe outset. The staff
created a rigorous research design involving random assi gnnment of

of fenders to the boot canps and to a control group. Two process and two
interiminpact reports covering the two institutional sites were conpl eted.
The inpact report conpleted at the end of the second year of program

operation noted that the data are "still insufficient for a fair test of the
program s effectiveness." Thus a |longer term evaluation effort nay be
necessary to devel op neani ngful results. An illustration of the difficulties

of such research occurred when the California Youthful O fenders Board
changed its policy on releasing wards after the program was well under

way, affecting the tine served by nenbers of the control group. As a

result, the differences in time served by the boot canp participants and the
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control group were | ess than had been anticipated and therefore adversely
affected the cost effectiveness of the correctional options program

Create Ongoing Monitoring and Eval uation Capabilities

An often overl ooked but inportant aspect of the planning process is the

provi sion for ongoing nmonitoring and eval uation. Effective nonitoring can
ensure that the project is proceeding according to plan, that staff are doing
what they are expected to do, and that tinmetables are being net.

Monitoring al so can be the basis for process eval uations. CQutcone

eval uation focuses on results, that is, what effect the program has had on

of fenders or the crimnal justice system and how t hese achi evenents are
measured. Monitoring answers the question, "Are we doi ng what we said

we woul d do?" Eval uati on answers the question, "Wat is the val ue of

what we have done?"

Monitoring and evaluation nmust be initiated in the planning process to
ensure that they take place. Cbviously, each requires staff and noney.
Project staff or others can performnonitoring, but evaluation is best
conducted by an objective outside resource such as a research institute or
university. To facilitate nonitoring, the program planning and tinetable
shoul d be conpleted in detail before the project is inplemented. For an
eval uation to be done properly, planners nust establish clear and concise
program goal s and objectives along with neasures of achievenent. It is
important to identify at the planning stage the types of data that will be
needed to neasure outcones, where the data may be found, how they will

be obtained, and who will collect and enter theminto an organi zed

dat abase. Researchers generally acknow edge that institutional and field
staff are often faced with conflicting workload priorities and nmay not give
the conpletion of data fornms the sane priority that researchers woul d.
CYA' s experience in evaluating its correctional options project illustrates
sone of the problens encountered by correctional researchers. Despite the
early involvenment of the CYA research staff in the correctional options
project and CYA' s relatively sophisticated data collection system the
agency's | ead research anal yst believes that the conpl eteness of the data
presented in the agency's reports has been due, in part, to her persistence in
data collection and even, when necessary, her conpletion of the data

forms herself. The topic of program nonitoring and evaluation is

di scussed nore fully in Chapter 3.

Establ i sh Ongoi ng Techni cal Assistance Capabilities

Because the planning, inplenmentation, and operation of correctiona
options are conpl ex tasks, nost jurisdictions have found that they benefit
from external assistance. For exanple, successful program planning and
devel opnent depend on the collection of reliable data and the ability of
program pl anners to analyze and use the data. Unfortunately, nany
correctional agencies |ack these skills and quickly discover that they
require technical support and training in data collection, database
managenent, and data analysis. As a result, it is inportant to identify
sources of help in these areas early in the planning process by constructing
an inventory of both national and | ocal resources, including volunteer

or gani zati ons.

In Maricopa County, Arizona, correctional options staff were frustrated
with their inability to generate nmeani ngful reports on various aspects of
the program They believed that data were avail able but felt they did not
have the capability to conpile and present the data in reports that would
portray programresults effectively. Program adm nistrators addressed the
probl em by purchasing the Standard Package for Social Sciences conputer
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program and receiving technical assistance fromBJA in the use of the
program Staff are now generating a variety of reports that provide them
with current information about program participants, enabling themto
manage the program nore effectively.

When program pl anners or administrators need technical assistance, they
need to clarify and specify in advance the exact nature of the difficulties
that the technical assistance will be asked to solve. This process of
problemidentification is a critical conponent of successful technica

assi stance. Typically, planners and adninistrators need to distinguish
between the problemand its synptons along with identifying the scope of
the issues the technical assistance will be expected to address. For
exanple, it m ght appear that the program needs help with targeting its
desired popul ati on. However, further investigation may reveal that the
problemlies in the failure of referral sources to send appropriate offenders
to the program This situation may arise when referral sources have not
been involved in the planning of the program and therefore | ack an

accurate understandi ng of the intended target popul ation.

Chapter Two
St age Two: Program Devel opnent

Program pl anni ng and program devel opnent do not necessarily proceed in
sequential order; nore typically the two activities overlap and proceed
si mul taneously. Program devel opnent is an extension of the activities
undertaken during the planning stage. As such, it is subject to continued
revi ew and possi ble nodification by the policy group to ensure that the
resulting programconforms to the intentions of the policymakers. This
chapter outlines the activities involved in the devel opnent of successfu
correctional options.

Clarify and Refine Program Goals and Objectives

Program pl anners need to confirmthat the program s goals and objectives
are consistent with the overall goals and objectives of the crimnal justice
systemwi thin which it operates as well as with those of the host agency.
The program goals and objectives identified during the initial planning
stage shoul d be reexam ned during the program devel opnent stage to

increase their specificity and clarity. To increase specificity, program
devel opers shoul d focus on clear and nmeasurable witten objectives. It is
not sufficient, for exanple, to nerely state that a proposed programwi ||
save nmoney and reduce recidivism These outcones can be used as

i ndi cators of success, and will be nost effective if they are clear,
neasurable, and if witten terns have been used to define the exact

anount of noney expected to be saved, the expected decline in recidivism
and the tinmeframe for achieving these results. Only specific indicators can
provi de the basis agai nst which the project's performnce and

ef fectiveness can be neasured. For exanple, Florida's correctional options
program establi shed a goal that 60 percent of the program s residents

woul d successfully conplete Phase | of its three-phase drug treatnent
program Florida expected 85 percent of those conpleting Phase | to

conpl ete Phase Il of the program Finally, 85 percent of those conpleting
Phase Il of the program were expected to conplete Phase IIl of the
program

It is also inportant to focus on process neasures that can be used to assess
service delivery. In doing so, planners and adm nistrators need to exani ne
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all conponents of the programto identify their expected acconplishnments
and net hods of neasuring those acconplishnents. For exanple, Florida's
process measures included the devel opment of individualized case
management plans with nmeasurabl e goals and objectives within 15 days of
program enrol | ment for each offender

The refinenment of process and outcone goals and objectives during the
program devel opnent stage will help enable program adm nistrators to

work closely with program evaluators to collect the data needed to assess
program success, shape its direction, and gain support from policymakers
and the general public.

Target O fenders To Reduce Bed Days and Lower Costs

To be cost effective, a correctional options program nust be designed

either to divert offenders fromprison or jail or to reduce the |length of stay
of offenders already incarcerated. As a result, a correctional options
program needs to identify its target population properly; it nust exani ne

of fender groups by their profiles to choose appropriate correctiona

options for them A well-organized targeting effort requires the follow ng
types of information:

o O fense characteristics, offender characteristics, and case processing
information for all sentenced offenders in the jurisdiction

o Aprofile of the offender group(s) eligible to participate in the proposed
correctional option that distinguishes targeted offenders fromthe broader
of f ender popul ati on.

0 A description of the types of supervision and services that offenders in
the target group currently receive as a basis for conparing current practice
with how the proposed correctional option will change existing practice

and out cones.

0 A description of how the programw ||l be delivered to the correct target
popul ati on.

Program pl anners should pilot test the proposed program s screeni ng and

sel ection procedures before starting the programto verify its cost
effectiveness and to avoid |ogistical problenms in the screening process. If
not corrected, logistical problenms could restrict the nunmber of offenders
admtted to the programor allow the adm ssion of inappropriate offenders.

Typically, the pilot test consists of drawing a sanple of 50 to 250 cases
that would be eligible for the correctional options programif it were
operational. Program staff and representatives fromthroughout the

crimnal justice system should participate in screening these cases to

simul ate each stage of the screening process. The results of the test wll
show the reasons that certain cases are rejected, the rate of rejection, the
ti me needed to conplete the screening process, a profile of offenders who

will be entering the program under the proposed screening criteria, and the
types of services and supervision the target population will require. More
significantly, the pilot test will show the extent to which this pool of

candi dat es woul d have been incarcerated or kept in prison or jail for their
full sentences. For exanple, the target popul ation of rearrested probation
violators in the Florida correctional options program had exhi bited an

80- percent chance of revocation of probation and sentencing to a prison
termaveraging 2 to 3 years. These data suggested that diversion of this
group into an 18-nonth drug treatnment program would be cost effective if
enough of the offenders were to conplete the program successfully.
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Decreasing incarceration anong this group would result in a net savings to
the system

| ssues To Be Addressed by the Targeting Pilot Test

1. Have you provided detailed informati on and pretested the screening
system (the reason for the planning grants)?

2. What agencies or individuals will refer cases to the program
(prosecutors, public defenders, pretrial service agencies, judges, probation
officers, jail and prison personnel, juvenile corrections officers, parole

officers, parole board)?
3. What is the legal status of the target popul ation?
Pretri al

(Jail)
(Rel ease)

Sent ence

(Probation)
(Parol e)
(Jail)
(Prison)

O her

(Parol e viol ators)
(Probation viol ators)

4. \What are the proposed selection criteria (age, offense, prior record,
program needs, chance of being incarcerated, current |ength of sentence,
ot her factors)?

5. How does the selection process work (referral, screening, adm ssion
term nation/failure, timeframes, organizational structure)?

6. Has the screening process been tested (pipeline study results, nunber of
referrals tested, screening results, estinmated program adm ssi ons, expected
programterm nations or attrition rates, projected cost savings)?

7. Has verification of participation been assured by all agencies involved
in the screening process (especially referral and service delivery
agenci es) ?

8. WII any pending policies or legislation affect the proposed screening
process (sex offender notification |legislation, mandatory m ni num
sent ences) ?

Once pl anners have reviewed the pilot test results, they will probably need
to revise the original screening criteria and process. By conpleting this
anal ysis, correctional agencies w |l avoid common problenms such as high
program vacancy rates and i nappropriate client selection



Critical Elementsin the Planning, Development, and I mplementation of Successful Cor  Page 15 of 35

Desi gn Program Features To Fit O fenders' Needs

Several recent classification studies and eval uations of intensive
supervi sion prograns have indicated that nmany offenders currently
entering prisons and jails could be supervised successfully in

wel | -adm ni stered and innovative comunity-based progranms (Pearson

1987; Baird and Wagner, 1990; Wagner and Baird, 1993). However, these
studi es have generally found that the treatnent effects of these prograns
are nodest. Nonet hel ess, planners who are devel opi ng correctional options
programnms shoul d exani ne research findi ngs about effective treatnent

i nterventions before choosing program features to neet offenders' needs.

VWhat the Research Shows

Consi derabl e research shows that crininal careers for both adults and
juveniles do not follow a predictable or stable pattern. Many nontreat nent
factors affect the likelihood of developing crimnal behavior and its
continuation. These factors can be categorized as structural influences that
are largely static and cannot be nodified and situational factors that are
nore dynami c and flexible in terns of their influence on crimna

behavi or .

Structural Factors. Sex and age are by far the nost powerful factors
associated with criminal behavior. The vast mpjority of crimes are
commtted by young mml es between ages 15 and 24. After about age 30,
many yout hful offenders have becone "burned out" and are less likely to
conmit crimes.

Situational Factors. In addition to the structural factors of age and sex that
af fect the youthful offender's behavior are the follow ng situationa
factors:

o Job Stability. An ex-offender's ability to maintain any form of stable
enpl oynent coupled with the aging process will significantly reduce that
i ndividual's tendency to reoffend (Braithwaite, 1989; Crutchfield, 1989;
Sanpson and Laub, 1993; and Shover, 1985).

o Stable Rel ationships. Another nmgjor factor that reduces an offender's
probability of reoffending is the ability to maintain a stable and supportive
marri age (Sanmpson and Laub, 1993). However, it is not marriage per se

that influences the |ikelihood of reoffending but the nature of that
relationship as it serves to solidify other key life conditions such as job
stability, sobriety, and stable residency (G bbens, 1984; Knight, Gsborn,

and West, 1977; Rand, 1987).

The Rol e of Incarceration. There have been nunerous studies of the

relative effects of incarceration on crinme rates in general and on individua
of fenders in particular. In their study of 880 juveniles from adol escence

t hrough adul t hood, Sanpson and Laub (1993) found that neither the

nunmber of incarcerations nor the Iength of incarceration had a direct

i mpact on an individual's likelihood of reoffending. A review of studies of
early release prograns now operating throughout the country found that

nei ther noderate increases nor decreases in prison terns (3 to 6 nonths)

had an i npact on either crinme rates or on an individual offender's rate of

r eof f endi ng.

Nati onal data offer little evidence to support the notion that adjustments in
the use of incarceration have had an i ndependent inpact on crine rates.

Anal ysis of historical fluctuations in crine rates and incarceration rates
reveal no clear relationship between the two.
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The Rol e of Correctional Treatment. A 1974 publication by Robert

Martinson on treatnment for juvenile and adult offenders concl uded that
"not hi ng works. "™ The controversial paper was based on a review of

exi sting evaluations of prison treatnment prograns by Martinson and his

col | eagues, Lipton and WIlks; it represented one of the first neta-anal yses
that summarized the findings of nunerous experinental and

guasi -experinmental studies of rehabilitation prograns (Lipton, Martinson
and W1 ks, 1975). This pioneering work has been foll owed by severa

ot her mmj or neta-anal yses including Garrett (1985), Lipsey (1989, 1991),
Davi dson et al. (1984), Gottschalk et al. (1987), Whitehead and Lab
(1989), Cendreau and Ross (1987), Andrews et al. (1990), and Pal ner

(1992). However, unlike Martinson's study, all these subsequent studies
concl uded that, under certain conditions, some treatnent interventions can
have a significant inmpact on recidivismrates.

Many ot her researchers have disagreed with these findings, arguing that

net a- anal yses are suspect and overstate the nerits of rehabilitation. In
particular, the studies reviewed in these neta-anal yses have had smal |
sampl e sizes (under 250 cases for experinental and control groups), and

the differences between the control and experimental subjects' recidivism
rates have been minimal. Furthernore, the recomended conditions

necessary for treatnment to succeed in the studies are difficult to define or
to replicate in other sites.

Concl usi ons Based on the Research

These studies |ead to several conclusions. In general, incarceration and
crime rate data indicate that increases in the former do not necessarily
ensure decreases in the latter. Consequently, the success or |ack of success
of prison-based treatnment progranms and/or punishnment will have little

i npact on crine rates in general

However, under certain circunstances, offenders can be treated with
positive results. These positive results are strongest for prograns that
provi de i ndividualized supervision and treatnent plans, deliver long-term
aftercare, increase the offender's ability to secure enploynent, and

i mprove long-termrel ationshi ps, anong other elements. Additional factors
that may reduce the risk of reoffending are maturation, absence of a
juvenile crimnal career, absence of violence, sobriety, job stability, and
the ability to maintain a neaningful marriage or other intinmate
relationship. It is critical, therefore, that any insight provided by current
research on effective treatment interventions be considered and

i ncorporated into correctional options prograns.

Create an Effective Adm nistrative Structure

Creation of an adm nistrative structure and framework designed to ensure
programintegrity and effectiveness involves the formulation of witten

policies and procedures and the determ nation of who will be responsible
for the operation of the program Because participation builds
commitnent, it is especially inportant to invite individuals who will be

running the programto help develop it.
Pol i ci es and Procedures

Cl ear policies and procedures set the stage for consistent operation,
accountability, training, and program eval uati on by reducing

i nconsi stency, confusion, and conflict. Although the task of drafting
policies and procedures is often delegated to the program adm nistrator or
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to special research or training units in large crimnal justice agencies,
several correctional options projects have found that they achieved better
resul ts when managenment and line staff worked together to devel op

program policies and procedures. This collegial approach facilitates
contributions fromstaff and fosters a team approach to identifying and
sol vi ng probl ens--factors that inprove the subsequent operation of the
program The policy group should have the opportunity to review the
policies and procedures to ensure consistency with the programis goals and
objectives. |If the correctional options projects will involve the

partici pation of organizations fromoutside the crimnal justice system

t hese groups should also be involved in reviewing, if not actually
establishing, the policies and procedures. For exanple, New Hanpshire's
Pat hways Program and Washi ngton State's Reintegration Project included
community colleges in their correctional options prograns. In

Connecticut, the day-to-day operation of the Fresh Start Programis
contracted out to a conmmunity-based nonprofit service provider. These

i nterdisciplinary approaches work best when the different parties in the
partnershi p have a cl ear understandi ng of each other's roles and

responsi bilities and have reached agreenment on the program s policies and
procedures.

Adm ni strative Structure

The adm nistrative structure of the program should have clear |ines of
authority. A single adm nistrator should be in charge and accountable for
all operations. The adm ni strator should have a direct |ine of

communi cation to agency policynakers and the policy group. Planners

shoul d di agram the structure, coordination, and managenent of the
programin an organi zational chart that includes all program positions and
makes clear who is responsible for program coordination and for each
service delivery conponent. The program s adm nistrative structure needs

to be designed to facilitate ongoing data collection for tinely and rel evant
information to assist project nonitoring and evaluation. In this regard, it is
i mportant to address such questions as:

o What specific data are required to support informed decisi onmaki ng?

o Do the required data currently exist within the agency hosting the
correctional option? If so, where is the information kept? In what form do
the data exist? (For example, are the data part of an automated information
systemor in manual records?) How can the data be retrieved and used?

VWo will retrieve the data?

o lIf the required data do not currently exist in the host agency, what nust
be done to obtain them who will obtain them and how will the data be
integrated into the decisionmaki ng process?

Based on the program s adm nistrative structure, services, and supervision
conponents, it is inportant to develop a realistic budget to support the
| evel of activity envisioned, including sufficient funds for program
managenment. Sone of the initial jurisdictions participating in the
Correctional Options Denpnstration Programthat relied on existing

adm nistrative staff to nanage their projects quickly realized that this
approach is not a dependable way to ensure strong program management.
Program pl anners need to review the workl oads of existing staff before
assumng they will have the tine to handl e additional admnistrative
responsibilities, particularly during the inplenentation phase of the
correctional options program

Pl anners should al so pay close attention to the fiscal managenent of the
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program not only to denponstrate cost effectiveness but also to account for
the expenditure of funds. Usually, if planners follow applicable Federa
and local fiscal regulations and guidelines, sound fiscal managenent will
be assured. Cenerally speaking, the agency receiving public funds is
responsi ble for their disbursenent, whether the noney is spent inhouse or
contracted out to other service providers.

Sel ect and Train Staff

The success of any correctional options program depends on its staff.

Extra time invested in staff selection and training during program

devel opnent will result in fewer nmanagement problens during program

i npl ementation. Furthernore, having well-trained and know edgeabl e

staff is the best approach to gaining credibility for the correctional options
proj ect.

Per sonnel Sel ection

The first critical task facing the individual or group responsible for

sel ecting project staff is to become fanmliar with and adhere to pertinent
Federal, State, and parent agency guidelines that govern hiring and

staffing. The first decision is whether to recruit project staff fromwthin
the ranks of the agency that will host the correctional options program or
fromthe outside, should personnel regulations permt. Hiring fromwthin

the agency nmmkes it possible to consider individuals whose abilities are

wel | known and to reward val ued enpl oyees with an exciting new

assignnment. It also sinplifies the transfer of staff to inplenent the project.
However, choosing fromonly in-house staff may significantly linmt the

sel ection pool and make it nore difficult to find staff who have the

i nportant skills needed. By contrast, hiring fromthe outside nmakes it

nore difficult to integrate staff at the beginning of the project because they
are unfamliar with the agency. In either case, a careful delineation of the
sel ection criteria, job duties, and perfornmance standards for each avail able
position is a required el ement of the selection process.

Each jurisdiction needs to consider many factors when determ ning how to
proceed. Washi ngton County (Oregon) originally planned to operate a day
reporting center supported with BJA funds and to enpl oy county
personnel . After sone consideration, however, the county decided to
contract with a private service provider for the operation of the day
reporting center. Future funding uncertainties prevented county

adm nistrators from maki ng the long-term conmm tnent necessary to hire
full-time county enpl oyees.

There are always significant personnel issues, even when existing staff are
enpl oyed. After the first CYA boot canp began operations, a State

enpl oyees union filed a conplaint that the agency had not observed

contract provisions involving the bidding rights of enployees. In response,
CYA negoti ated an agreenent with the union that provides for some

positions to be filled by managenent choice, while others nust be filled

t hrough the union contract bidding process.

Ri versi de County, California, faced a staffing problemwhen correctiona
officials decided to convert an existing youth canp programinto a boot
canp. Unlike many boot canps, the one at Riverside is based on a Reserve
Oficers' Training Corps nodel in which mlitary training and drill are just
part and not the domi nate characteristic of the overall canp program

VWhen the canp was converted to a boot canp, some of the staff chose to
becone drill instructors and to wear military uniforns while others did

not. In the intervening years, the nunber of staff in uniformhas gradually
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i ncreased, although many staff still choose not to wear military garb

Whenever recruited frominside or outside the organization, staff should
volunteer for the task, be conmtted to the programi s goals and objectives,
and be fl exible enough to adapt to the changi ng demands that the program

may i npose. When projects are created within an agency that has a

uni oni zed staff, it is inmportant to discuss the selection process and criteria
with union representatives as early as possible. It nay be helpful to

exenpt as many positions as possible fromthe union bidding process to

enhance managenent's discretion in the staffing process.

Because it requires planning, tine, and noney, new prograns often
negl ect staff training or give it short shrift. However, training is crucial to
staff performance and program success.

Generally, a training programshould reflect the agency's needs and
pertinent |ocal issues. \Whenever possible, training should be provided to
all project staff and to staff fromother parts of the crimnal justice system
and the treatnment comrunity who nay be providing services to

correctional options clients. Training provides an opportunity to devel op
and test proposed project procedures and, more inportant, to forma

cohesive project team Team building should be a basic el enment of

training, not just a byproduct. Successful correctional options projects are
generally marked by high staff norale, a sense of being different from
traditional correctional prograns, and pride in the work being done. A
sound training programhelps to create this teamspirit, defines
managenment's expectations, and encourages a conmon understandi ng of

and commitnment to the project's goals and objectives.

Buil d Public Support for the Program

Al t hough a program concept nay be sound, inplenmentation may not

succeed unless the crimnal justice systemand the community support the
program Buil di ng support requires devel oping ways to constantly inform
and educate key decisi onnakers and | eaders in the system and the
community. Each correctional options project operates in an environnment
t hat demands a uni que strategy capable of generating and nei ntaining
support. This process involves several stages.

First, programstaff should identify the key stakehol ders and
constituenci es whose support is critical to operating and funding the
program These may include political |eaders, potential funders, |oca
medi a, victins' organizations, business |eaders, private social agencies,
and citizens' groups. Sone of the individuals identified as targets for a
publ i ¢ awareness canpaign may al so have been identified as candi dates

for the previously discussed policy group or nmay al ready be serving on the

group.

Second, staff need to devel op nechani sms for conmunicating with these

i ndi vidual s and organi zati ons on an ongoi ng basis. Approaches m ght

i ncl ude one-on-one neetings to explain the programor quarterly mailings
with program updates. ldeally, this comruni cation should begin before

the program starts, so that significant feedback can be incorporated in the
program desi gn. Comuni cati on should continue after the program has

begun operation.

Program staff should strive for two main goals in their comunication
efforts: (1) to enable key stakeholders and the comunity to becone
confortable with and supportive of the program and (2) to convey
significant information about program operations and successes.
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Information that can be nost useful in describing program successes will
usual 'y include the follow ng:

0 Cost savings. Planners and admi nistrators should be cautious about
overstating savi ngs, because these savings are only theoretical unless the
program actual ly reduces or elimnates the need for additional prison or
jail space or enables the correctional agency to reduce the budget.
However, in an era of fiscal constraint, any programthat receives public
funds will be expected to document its cost effectiveness.

o Program success. Once a program s goal s have been arti cul at ed,

pol i cymakers and the public have an interest in know ng whet her the
program has been successful in achieving its goals. Program

adm nistrators need to communicate their successes through periodic
reports, neetings, presentations, and interviews. Any programfailures also
need to be described, along with an explanation for the failures and a plan
for maki ng program nodifications to address identified problens.

o I ndividual success stories. Corrections goals and terninol ogy can often
be confusing to people who are not crinminal justice professionals.
However, the story of an individual offender who has been changed by a
correctional programor of a victimwho has benefited from one can
summari ze the value of the programin a powerful manner. Wile

respecting issues of confidentiality and the privacy of the individuals

i nvol ved, program staff should seek opportunities to comrunicate their
successes in this type of personalized manner

0o Public safety. Public safety is a primary concern anong all segments of
any comunity. It is inportant for correctional options program nmanagers
to express understanding of this concern and to predict and denonstrate
how their prograns will enhance public safety. At a m ni nmum

adm nistrators of correctional options prograns should be capabl e of
denonstrating that their projects involve nonviolent offenders and that
their clientele receive a conbination of services and supervision designed
to pronote | aw abi di ng behavi or

Pronoti on through the media is one of the nost effective ways to devel op
broad community support. While some crimnal justice practitioners shy
away from nmedi a contact, many others have successfully pronoted their
progranms and ideas through a carefully constructed publicity strategy. A
maj or advantage of developing a relationship with the nmedia is that a
maj or problem-for exanple, an offender fromthe program abscondi ng or
committing a serious new offense--is nore likely to be discounted or
mnimzed in the context of an otherw se successful and wel |l -regarded
program

When working with the media, program staff shoul d:

o Provi de basic, easy-to-understand information about the programand its
goals. A one- or two-page sunmary of acconplishnents shoul d be
devel oped to convey basi c nessages.

0 Be proactive in thinking about "photo opportunities" and human i nterest
stories. Television reporters are not very excited about interview ng

prof essi onal s who sit behind a desk, but they are often interested in telling
the stories of victims and offenders who can describe articulately how a
crimnal justice intervention affected them The sane type of human

i nterest approach works with print nmedia as well
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0 Be available to nedia representatives as a resource. Many reporters and
editors are all-purpose journalists who do not have the opportunity to
beconme "experts" in a particular field. If programstaff nake thensel ves
known and avail able to provide information and analysis of crimna

justice issues, reporters will generally be nore likely to consider doing a
story on the program

Communi cating through the nedia also has its risks. Local nmedia my not
find the program of interest or, worse, may be hostile to any type of
correctional programm ng that does not involve incarceration. Therefore,
program admnini strators need to use the nmedia selectively and shoul d not
devote all of their outreach efforts to the nedia.

Program staff should al so devel op outreach plans and comruni cati ons
strategies to work with other constituencies such as busi ness groups,
nei ghbor hood residents, or churches. Information should be tailored to
each specific group. Church groups, for exanple, nay be npbst interested
in client success stories, while a Rotary Club may find a conbi nati on of
fiscal savings and case histories nmore conpelling.

Wil e conmuni cations activities can be time consum ng and frustrating,

they are crucial to a program s |ong-term success. As a result, program
staff should remain receptive to opportunities to build support and initiate
communi cations activities anong a diverse group of |ocal constituencies.

A successful comrunications strategy is one that is built into the design of
a programand is incorporated during all phases of the programs

operation. Although a skilled conmunications professional is certainly an
asset to such a strategy, prograns can achieve simlar results with staff
who understand the inmportance of information and regul ar

conmuni cati on.

Ef fective public relations may al so include use of community service,
establishnment of |ocal citizens' advisory boards, and other methods rel ated
to the uni que environnment of the correctional option. Staff and program
partici pants of the Maricopa County, Arizona, day reporting center have
cultivated a positive relationship with the nei ghborhood in which the
programis |ocated. Before starting the program teans of probation

of ficers and probationers canvassed the nei ghborhood to advise residents

of the department’'s plans for the programand to solicit suggestions from
the residents about ways the program could contribute to the

nei ghbor hood. Based on those surveys, the programregularly provides its
facilities to the residents for nei ghborhood neetings, offers courses in
English as a second | anguage to the residents of the primarily Latino

nei ghbor hood, and conducts supervi sed conmunity service activities in

whi ch program partici pants perform home repairs for elderly neighbors.

The day reporting center has al so designated a staff nmenmber who lives in
the area to serve as a liaison with the neighbors. As a result of these steps,
t he departnment's day reporting center has become an integral part of the
Garfield nei ghborhood in Phoenix. Finally, crimnal justice practitioners at
all levels need to be aware that their programmtic success is in part
contingent on public attitudes regarding crinme and puni shnent. As a

result, practitioners should be open to opportunities to influence public
attitudes even though this approach may not be directly related to
generating support for the program

Chapter 3
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Stage Three: Program | npl enentati on

Program i npl enentati on can be only as good as the planning and

devel opnent activities acconplished prior to startup. Furthernore, before
t he program becomes operational, planners and adm nistrators should
conduct a final review of the planning and devel opnent stages. This

revi ew shoul d include identifying any inportant stakehol ders who may not
have been involved in the program planning or program devel opnent

stages but who should be included in programi npl enmentati on and any

signi ficant program el ements that may now need nodification

Manage Key | nplementation Tasks and Ti nmefranes

When the working group is ready to inplenment the program the first step

is to involve key stakehol ders, including project staff, in developing a
realistic time and task responsibility chart for managi ng short-, interim,
and | ong-range goals and objectives. This activity is critical for clarifying
proj ect accountability, establishing tinmefranes, and delineating key

i mpl ementation tasks and activities. Effective tinme and task responsibility
charting al so enabl es project nanagenent to document that objectives are
being met and to use their achi evenent to keep staff notivated.

Manage Service and Supervi sion Conponents

Correctional options are intended to pronote public safety by changi ng

of fenders' crimnal behavior to | aw abi ding behavior. A variety of possible
program conponents nay hel p achieve this desired goal, depending on the

ri sks and needs of the target popul ation. These program features should be
sel ected based on the planning and devel opment work done earlier and

shoul d be reflected in the tinme and task responsibility chart.

Case Managenent Pl an

The fundanental offender-based program conponent of any option should
be the devel opnent of an individual case nmanagenent plan. One

framework for developing this plan is called the Ri sk-Need-Responsivity
approach. This nodel is based on three principles:

o Risk. More intensive services should be provided to higher risk
of f enders.

o Need. Treatnent should address the specific circunstances and
characteristics that have been |inked to each offender's cri m nal behavi or

0 Responsivity. Treatnment should match the | earning style of the offender

The core el enents of individual treatnent plans focus on |levels and types
of supervision required and kinds and intensity of services needed by each
of fender in the program When conpleted, these plans should be witten
docunents with specific, neasurable tinmefranes to reduce crimnality.

Ri sk and needs assessnents, along with current and past offense histories
and avail abl e resources, formthe basis for individual case plans. For
exanpl e, the O fender Case Managenent System enpl oyed by Vernont's
correctional options project is a classification nodel based on risk of
reof fense and the offender's needs. Each offender case nanagenent pl an
results in a reconmendation to the court for institutional or comunity
pl acement. Specific recomendati ons on the type of supervision and
services required for public safety along with opportunities ainmed at
changing the offender's lifestyle are included in each plan.
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The ri sk conmponent of the Vernont O fender Case Managenent System

considers the interaction between two primary variables: risk of reoffense
based on testing and the severity of offenses commtted. Risk prediction is
based on the offender’'s personal characteristics and historic circunstances
(static factors) and the severity of the offender's crinmes, fromlow to high
(also static factors).

O her elenents central to the case managenent nodel describe the needs
and responsi veness of the offender. Need factors--which are dynam c,
theoretically changing with targeted interventions--include substance
abuse, educational and vocational achievenent, workplace maturity, and
the ability to formand maintain rel ationships. Responsiveness factors
i ncl ude general approaches to classes of offenders and individua

of fenders' | earning styles.

Servi ces

Program conponents offered in correctional options projects generally
include drug treatnment, life skills training, cognitive restructuring, famly
restoration and preservation, academ ¢ and vocational education |leading to
wor kpl ace readi ness, job placenent, nentoring, counseling and nmenta

heal th services, and special needs services such as medical care for

drug- dependent offenders or individuals with H'V or AIDS. Severa
correctional options prograns include victimrestitution and conmunity
servi ce conponents as part of an overall approach to devel op of fender
responsi bility while building positive public relations. The visibility of
of fenders perform ng community service can be a powerful tool in

promoting public involvenment and support for the program Enabling the
comunity to have a voice in selecting community services can also build
support for the program During the planning of the commnity

correctional center operated by Maricopa County's correctional options
program probation departnent staff canvassed the nei ghborhood in which
the center was to be located to advise |ocal residents of their plans and to
solicit suggestions for possible conmunity service projects that
correctional options program participants could, and subsequently did,
perform Comrunity service projects are also centerpieces of correctiona
options programs in Maryland, Riverside County (California), Washington
State, and Vernont.

Service Delivery Partnerships

Many correctional agencies participating in BJA's Correctional Options
Denonstrati on Program have chosen to contract with outside service

provi ders. Contracting has both advantages and di sadvantages. Waiting
lists can be reduced and services can be accessed when needed. The need

to increase the size of a public agency's staff and to subsequently lay off
staff after the programis concluded can be avoi ded. A wi de range of
expertise found in the community can be made available to the client
popul ati on. The opportunity for positive public education about the
program t hrough the boards and staffs of conmunity-based service

provi ders i s another advantage. By contrast, comruni cations between
correctional agencies and conmunity-based service providers often can be
difficult. For exanple, reporting back to the correctional agency is
sonmetines an issue, particularly with drug prograns in which

adm nistrators may feel that confidentiality |aws prevent them from
reporting mssed appointnments or rel apses. Because public safety and

of fender responsibility are prime concerns for any correctional options
program these issues should be clarified in the contract. \Wen contracting
for services, it may be necessary to overcome service provider resistance
to working with of fenders by rem nding public and private community
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agencies that the law often entitles offenders to services.

Before entering into a contract with a comunity-based service provider,
correctional staff should obtain answers to the follow ng questions:

o0 Is the provider well-established in the comunity? If so, howis it
i nvolved in the community?

o |Is the service provider financially stable?

o Does the organization have previous crimnal justice system
i nvol venent ?

0 Does the service provider possess the expertise and experience needed in
the particular treatnent nmodality to be used with correctional options
clients?

o |Is the organi zation connected with a variety of comrunity-based
aftercare services?

It is better to pay service providers for outcome-based results than for
process results. For exanple, the ideal contract with a service provider
specializing in workplace readi ness woul d focus on the nunber of jobs
delivered to the client group, not just the nunber of job interviews
arranged. However, it is often difficult to secure outcome-based contracts
in areas such as drug treatnment. As a result, a conbination of outcome-
and process-based contracts nmay have to be negotiated. Watever the

nature of the contract, the relationship of the contractor to the correctiona
agency hosting the option should be clearly outlined, and the outconmes of
time and task responsibility charting discussed previously should be
agreed on fromthe start.

Client Supervision

Client supervision may include electronic nonitoring, urinalysis, house
arrest, day reporting, day incarceration, or probation with specia
conditions. Different |evels of supervision and services should be avail able
as of fenders nove through the correctional options program Each

i ndi vidual's case managenent plan needs to address this issue and reward
positive behavior with increasing | evels of responsibility. For exanple,

day reporting centers using electronic nonitoring and providing services
shoul d identify "graduation" points and reward of fenders when they

achi eve and maintain previously determ ned benchmarks of success.

Simlarly, it is inportant to respond swiftly, fairly, and consistently to rule
infractions and rel apses. Rule infractions, however, should be handl ed

with flexibility based on witten, disseni nated standards. The inportance

of consistent application of standards should be stressed during staff

trai ning, and supervisors should nonitor staff application of the standards
to ensure consistency. Sanctions should correspond to the severity of the
infraction. All sanctions should be given I egal review before the program

is started, and the rules and consequences should be provided in witing to
all staff and offenders. Incarceration, as the ultinmte sanction, nay be the
result of a serious new of fense or accunul ation of m nor offenses.

Generally, alimted period of incarceration is inposed to enphasize to

of fenders the seriousness of their transgressions and the program s

wi | lingness to revoke the privilege of program participation permanently if
their m sbehavior continues. Utimtely, of course, offenders who present
serious or continuing problenms should be referred to the committing
authority for action.
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Community Reentry and Aftercare

For programs in which offenders spend an extended period of tine

i ncarcerated, continuity of care when rel easing offenders to the community
is crucial. Correctional prograns suffer when they concentrate resources
on the institutional phase and fail to focus adequately on conmunity
reentry. Often, services and supervision need to be increased at this
juncture, and, indeed, nopbst correctional options prograns provi de sone
formof intensive supervision at least initially on the offender's rel ease
fromthe institutional phase of the program

Results of several boot canp eval uati ons have shown that offenders who

do well during the residential phase of the program nmay denonstrate | ess
success after returning to the community where newly | earned behavior is
nore difficult to sustain. Once in the comunity, offenders no | onger have
the daily structure of the programto support |aw abi ding behavi or
Devel opi ng a gradual conmunity reentry process and providing aftercare
support services are critical in helping an offender rel eased froma
residential programcreate a daily living environnent that will be
conduci ve to continuing the success experienced in the program

Ensure Program Integrity Through Ongoi ng Monitoring and Eval uati on

As noted previously, ongoing nonitoring provides the information

necessary to determ ne whether prograns are operating as planned and to
conduct evaluations. Evaluation is necessary to inform policymakers,
correctional admnistrators, crinmnal justice authorities, and other public
of ficials about the successes and failures of programinplenentation

Eval uati ons al so provide reconmendati ons for replicating or nodifying
critical programelenents and are of two types--process and inpact.

Process Eval uati on

Process eval uation involves collecting quantitative and qualitative data to
descri be how the program was desi gned and i npl enented. A process

evaluation is intended to inprove five key interrelated features of the
current program

o Program context, which refers to the set of conditions and assunptions

that operationally and conceptually define the distinctive features of the
program Included are the theoretical assunptions guiding offender

selection criteria and intervention strategies (supervision and services), as
well as the financial, historical, and organizational characteristics of the
program

o Program goal s, which are the nmeasurabl e outcones of the program s
interventions that can be used to evaluate its effectiveness.

o O fender selection, which is the conbination of procedures and criteria
enpl oyed to define programeligibility and sel ect offenders for the
program

o Program services, which include the activities and services the program
provi des to of fenders.

0 Organi zational |inkages, which are the formal and informal conditions
and rel ati onshi ps anong organi zati ons that may support or hinder program
operati ons.
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A wide array of quantitative (aggregate and individual) and qualitative
data nust be collected and anal yzed to eval uate process-rel ated program

i ssues. The jurisdiction's crimnal justice system nust be characterized
both before and after programinplenentation. Then any system changes

that m ght have been responsi ble for inprovenents or declines in offender
behavi or can be identified. The extent to which simlar outcones are |likely
to occur in other jurisdictions in which the program m ght be replicated
can al so be assessed.

An assessnent of the inpact of the programon crimnal justice system
performance requires aggregate data, such as |ocal denographic
characteristics and arrest rates. Correctional system popul ati on data, such
as admi ssions, rel eases, average daily popul ati on, and other pertinent
attributes of offenders currently being sentenced to probation, jail, and
prison, are also needed. These data may be collected by the working group
as part of the targeting process. A programwith a strong data collection
conmponent will find it easier to conduct an inpact evaluation that

conpares program participants with a matched control group in terns of
rearrests, reconvictions, recomrtnents to prison, and costs.

The correctional option program should inplenment a manual or automated
managenment informati on systemto ensure the delivery of effective and
applicabl e services and the collection of accurate and conpl ete data. As
part of the process evaluation, data forns can be used to obtain:

o Program screening information that will allow evaluators to conpare the
characteristics of offenders who have been screened and rejected with
of fenders accepted to the program

o O fender baseline information on variables such as educati on,
enpl oynent, and drug use prior to program enroll ment.

o Information on program participation and programterm nation that wll

all ow researchers to track the levels and types of services provided by the
prograns, the novenent frominstitutional to comunity settings, and
reasons for term nations fromthe program

The eval uation process nust ensure that forns and any automated data are
received and coded in a tinmely manner and that the data received are
conpl ete and correct.

The quantitative data can only partially explain how the programis
operating and whether it is adhering to its original design. Researchers
shoul d collect qualitative data for the process evaluation onsite, both to
observe program activities and to interview key personnel. These activities
wi |l provide additional information that can i nprove understandi ng of
program operation and explain specific trends suggested by the

quantitative data. These observations and interviews should include
guestions that address:

o Formal goals and objectives.
o ldentification processes.

o Intervention prograns.

o Contextual characteristics.

o Organi zational |inkages.
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| npact Eval uati on

An inpact eval uation uses an experinental design with random bias
assignment. A true experinental design includes identifying a preproject
group, statistically matching it with the program participants (the

experi mental group), and then assigning the individuals to a control group
that will not receive program services. Another nethod for assigning cases
to either experinental or control groups includes a "surplus" of offenders
eligible to participate in the program In this case, offenders may be
random y assigned to participate in the traditional correctional program
rather than the correctional options programthat is to be evaluated. A
quasi -experinmental design can be used to assess programinpact when it is
not feasible to conduct a true experinmental design with random

assi gnment. A quasi-experinmental design could involve selecting a group

of offenders who are simlar to the program participants in terns of
backgrounds (for exanple, offense history) and denographics (for

exanpl e, age or gender) but who were not selected for the program

because their processing into the crimnal justice system preceded its

exi stence. Quasi-experinmental designs are being used to evaluate the
correctional options progranms in New Hanpshire and Florida

Thi s proactive approach to nonitoring and eval uation requires a high

degree of interaction between evaluators and programstaff. As a result, it
is essential to establish a conprehensive system of eval uator-staff

communi cation that includes assigning managers and technical assistance
experts to assist and direct the correctional options project staff who have
guesti ons about the data.

Concl usi on

Pol i cymakers and practitioners responsible for creating alternatives to
traditional forns of crimnal punishnment face daunting chall enges.

Regrettably, the first obstacle that such individuals all too often face is
obtaining reliable information based on credi ble research or experience

about what works best in controlling correctional population growth and

about the rising cost of incarceration. This information gap reflects the
paucity of well-adm nistered, properly evaluated correctional prograns

with clearly specified, positive results that can be easily replicated in other
sites.

Experience in BJA s Correctional Options Denonstration Program

i ndi cates that prudently managed, cost-conscious correctiona

i nterventions exhibit several simlar characteristics. Although the
experiences of the jurisdictions differ, each of them

o I nvolved key stakeholders in the programfromthe outset.

0 Targeted program services and supervision to a well-defined group of
of f enders.

o Created case managenent plans ai med at addressing individua
of fender's risks, needs, and responsiveness to intervention

o Cultivated broad-based public support for the program
0 Ensured programintegrity through ongoi ng nonitoring and eval uation.

Thi s docunment has presented a nunber of |essons |earned by correctiona
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practitioners in planning, devel oping, and evaluating correctional options

progranms. Readers who master the material presented here will be wel
prepared to nmeet the challenges that |ie ahead.
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Appendi x B
Sources for Further Information

Bur eau of Justice Assistance
810 Seventh Street NW

Washi ngton, DC 20531
202-514-6278

U S. Departnment of Justice Response Center
1-800-421-6770

Bureau of Justice Assistance Cl earinghouse
P. O. Box 6000Rockville, NMD 20849-6000
1- 800- 688- 4252

Appendi x C
Correctional Options Demponstration Prograns

The foll owi ng prograns are supported, in part, through grants provi ded by
the Bureau of Justice Assistance's Correctional Options Denobnstration
Program When taken as a whole, these prograns illustrate the critica

el ements discussed in this docunent.

California Youth Authority
LEAD: A Boot Canp and | ntensive Parole Program

The LEAD Program of the California Youth Authority (CYA) enhances a
previ ously existing boot canp program for youthful offenders through an
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i nterdepartnental partnership with the California National Guard and the
Cal i forni a Enpl oynent Devel opnment Department. The LEAD Programis

a 10-nonth program designed in two phases--a 4-nonth highly structured

boot canp phase and a 6-nmonth intensive parole phase (foll owed by

standard parole for any remaining commitment tine). The program has

two maj or goals: to reduce recidivismand to provide a cost effective
treatment option. National Guard staff oversee the mlitary drills,

di sci pline, and physical training. Enploynent Devel opnent staff provide
enpl oynent readi ness prograns and assist with post-rel ease job

pl acenment. The treatnment nodality enconpasses an array of training,
counseling, and physically challenging activities; nmilitary procedures; and
i ntensi ve parol e supervision activities, including rel apse-nmanagenent
strategies. The California Innovative MIlitary Projects and Career Training
Program (1 MPACT) devel ops strategies for the delivery of postrel ease
program services. Participants are youthful offenders between the ages of
14 and 23 who are juvenile court first coimitnments and juvenile court
parol e viol ators.

Connecticut OFfice of Alternative Sanctions
Fresh Start Program

Fresh Start, a residential treatnment program based in Hartford,
Connecticut, is designed to provide offenders who are nmothers with drug
treatment and parenting and living skills. The Fresh Start program al so
wor ks toward reducing the offenders' involvenent with the crimna
justice system The target population is prison-bound, substance-abusing
not hers ages 16 to 30.

The programis conposed of four tiers with an overall Iength of stay of 16
to 18 nonths. Tier 1, Assessment, includes a needs assessment and ful

medi cal exam nation. Tier 2, Intensive Drug Treatnent, is a therapeutic
community sensitive to wonen's issues. Tier 3, Conmunity Re-Entry
Preparati on, enphasizes basic living skills such as parenting, budgeting,
cooking, nutrition, fam |y planning, recreation, and snoking cessation.
Tier 4, Independent Living, provides subsidized apartnments and devel ops
supportive networks for Narcotics Anonynous/ Al cohol i cs Anonynous
entitlenents, health care, and other services.

Fresh Start was designed to conpl enent Connecticut's current efforts to
respond to prison and jail overcrowdi ng and high rates of recidivism
Because the State's existing internedi ate sanctions do not adequately
address the special needs of youthful female offenders, the foll ow ng goals
have been established for the project: (1) develop and inplenent a

comuni ty-based sanction and treatnment continuum for prison-bound,

yout hful fermal e offenders that will serve as a State and nati onwi de node
for intermedi ate sanctions; (2) provide judges with constructive,
enforceabl e sentencing options at pretrial arraignnment, sentencing, and
par ol e/ probation violation hearings; (3) provide counseling, treatnent,
educati on, and enpl oynment services that specifically address wonmen's
nmul ti pl e needs and the needs and behavior of their children; and (4) form
partnershi ps anong public and private organizations to create an

i ntegrated service delivery network.

Fl ori da Departnment of Corrections
Drug Puni shnent Program

This programoffers intervention and treatnment for male and femal e
drug-invol ved of fenders age 21 or younger. The programis targeted to
four Florida counties, three judicial circuits, and the cities of Tanpa,
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Sarasota, and St. Petersburg. Suitable offenders are diverted fromprison to
probation with the provision that they conplete the three-phase program

The program consists of 6 months of intensive residential treatnment in a
secure facility. Treatnment includes diagnosis; devel opnent of an

i ndi vidual treatnment plan with specific treatnment interventions, neasurable
behavioral criteria, and group counseling; a 3-nonth transition to the
community in a nonsecure bed supplied by a contracted comunity drug
treatment provider; and 9 nmonths of regular probation with enpl oynent

and/ or study supervised by a specially trained correctional probation
officer with a 30 to 1 caseload. In each phase, the consequences for
nonconpl i ance with supervised conditions are clearly stated, as are the
rewards for conpliance. Urinalysis is conducted throughout the program

Program candi dates are subject to an initial screening foll owed by detailed
prof essi onal assessnent of their suitability and readi ness for treatnent.
Judi ci al sentencing to the Drug Punishnment Programis based on this
assessnment. It is anticipated that approxi mately 200 candi dates will enter
the program over an 18-nobnth peri od.

Mari copa County (Arizona) Adult Probation and Parol e Depart nent
Yout hful Of f ender Program

The Youthful Offender Program (YOP) is designed to fill gaps in the

exi sting continuum of sentencing options for youthful offenders (ages 18
to 25), the majority of whom have substance abuse problens as well as
limted educational and vocational skills. The primary goals of YOP are to
reduce jail crowding and recidivismof youthful offenders, who often fai
to make a successful transition fromincarceration to conmunity Iiving.
The programis adm nistered by the Maricopa County Adult Probation and

Par ol e Departnent.

The program has two conponents: Day Reporting Center (DRC)

Furl ough, which is designed to divert jail inmates with at |east 60 days
remai ning on their jail sentence, and After Shock Transition, which is
designed to provide a snooth transition back into the comunity for

of fenders successfully exiting the Shock Incarceration Boot Canp
program Daily attendance at one of three DRCs is mandatory. Program

i nterventions include community restitution, comunity service,
educational and vocational activities, general and substance abuse
counseling, and randomurinalysis. (The After Shock conmponent provides
transitional housing for the needi est cases.)

DRC Furl ough and After Shock Transition interventions are designed to

realize the YOP goals of reduced jail crowding and reduced recidivism

The up-front diverted jail tinme for DRC Furlough clients, as well as the
anticipated reduction in recidivismfor both DRC Furl ough and After

Shock participants, is expected to have a significant inpact on jai
overcrowdi ng. In addition, given the program popul ation, the majority of
whom ar e undereducated and underenpl oyed youth with substance abuse
histories, it is expected that programinterventions will also help to reduce
recidivism

Maryl and Departnent of Public Safety and Correctional Services
Nonvi ol ent Sanctions for Substance-I|nvolved O f enders

This program provides an alternative to incarceration for nonviol ent
of fenders with substance abuse problens. The programis under the
managenent of the director of probation and parole within the Maryl and
Department of Public Safety and Correctional Services. It provides
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i ntensi ve case nmanagenent and treatnment services for parol ees as they
| eave prison and begin to experience problenms during community
supervi sion. The programincorporates a graduated series of sanctions
(Comuni ty Supervision Controls), treatment, and other program
assi st ance.

Supervision |l evels include specialized parol e casel oads, day reporting,
home detention, and a treatnment center within a maxi num security prison
(Patuxent Institution). Specialized options are available for female

of f enders.

Several nonviol ent popul ations are targeted for program participation: (1)
detention center inmates who have sentences of nore than 6 nonths, but

|l ess than 2 years; (2) inmates who have received a del ayed rel ease; (3)
inmates with sentences of 10 years or |less; (4) technical parole violators
(including those parole violators who have comritted m nor, nonviol ent

of fenses); and (5) boot canp offenders. Inmates are screened for eligibility
by institutional case managenent staff according to criteria defined for
each target popul ati on. Candi dates nust also indicate interest in the
program and must voluntarily agree to participate init. Currently, the
program averages a nonthly casel oad of 45.

Upon acceptance, participants are admn nistered two di agnostic

i nstruments, the Addiction Severity Index and the Psychopathy Checklist--
Revi sed, that assist in identifying treatnent issues and needed program
services for the participants. Individualized supervision and treatnent
pl ans are devel oped by program staff based on the results of these

i nstruments.

The programs treatnment philosophy is renmediation. This approach

identifies specific deficits in the offender that are directly related to crine
and seeks to correct, nmodify, or mninze these deficits through focused
treatment services. The intensity of offenders' participation depends on

their needs. Participants attend fornalized treatment nodul es such as

social skills, noral problemsolving, and rel apse prevention and are

assigned to the intensive supervision parole unit upon release from

i ncarceration. They agree to adhere to the supervision and treatnment plan

and a structured urinalysis schedul e.

New Hanpshire Departnment of Corrections
Correctional Pathways Program

Thi s program provi des youthful nmale and fenal e of fenders sentenced to

t he New Hanpshire Departnment of Corrections with an increased range of
servi ces designed to enhance rehabilitation, reduce crowdi ng, and inprove
chances for successful release. There are four program el enents:

1. The 60-bed Bridge program which provides intensive prerel ease
services and rel ease planning. The length of stay is typically 3 nonths;
however, the programis designed to allow for |onger or shorter stays
based on individual need.

2. The 50-bed Bypass program which provides nodified shock

i ncarceration followed by intensive drug and al cohol treatnment and
education and vocational programing for nmedium security offenders.

This programis an alternative to secure confinenent. The length of stay is
typically 10 to 12 nonths; however, |onger or shorter stays are possible.
Upon conpl etion, program graduates may be placed in the Bridge

program for continuing services.
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3. A new, high-intensity supervision unit that provi des statew de services
for offenders with special rel ease conditions.

4. Expanded prerel ease and postrel ease programming in the areas of
subst ance abuse treatnent, enploynent, and vocational training.

Program el enents focus on the provision of intensive rel ease planning,
enpl oynent - f ocused educati on, and work opportunities for youthfu

of fenders. All participants are sentenced to a programthat is a

mul tidisciplinary effort of the correctional agency, the Departnent of
Post - Secondary Techni cal Education, the O fice of Al cohol and Drug
Abuse Prevention, the Division of Enpl oynent Security, and the State
Department of Justice.

These program features are intended to increase the range of services

avail abl e to sentenced individuals and to provide an opportunity to reduce

or, in sone cases, elimnate the individuals' stay in a correctional facility.
I nmat es nay be assigned directly to the Bypass program from system

reception.

Ri versi de County (California) Probation Departnent
Boot Canp at Twi n Pines Ranch

This boot canp programuses traditional mlitary basic training as a tool to
teach young of fenders self-discipline and sel f-confidence, providing
notivation for participants in reaching their educational and vocationa
training goals while in the facility.

The program consists of a 6-month boot canp programfollowed by a
6-nmont h comunity supervision phase. The program functions as an
addi ti onal elenment of progranmng within Twin Pines Ranch, an
established all-male juvenile facility. Because program activities are
schedul ed during evening hours, participants can still attend daytine
acadeni c classes and vocational training.

Speci al precautions are taken to ensure that there is no physica
intimdation or verbal abuse during basic training, and military-Iike
al l egi ance to authority is avoided.

The program has the capacity to serve 100 offenders. The program has an
i nternmedi ate goal of increased rates of conpletion of educational and
training prograns within the highly structured environnment of Tw n Pines
Ranch and the |ong-term goal of increased nunbers of graduates
reentering the conmunity as productive and | aw-abiding citizens.

Ver nont Departnent of Corrections
Restructuring Corrections Program

Vernmont is conpletely restructuring the Departnent of Corrections

(DOC), including the ways in which offenders are classified and the
sentenci ng options that are available. The restructuring program provides
the courts with an increased range of sanctions and prograns for youthfu

of fenders ages 16 to 26. The primary goal of the restructuring is to reduce
pri son crowdi ng by diverting nonviolent offenders fromprison while

mai ntai ning public safety with intensive treatnent and control. A
secondary programgoal is to address the factors that contribute to

reci di vi sm anong younger of fenders.

The program consi sts of two sentencing tracks: the R sk Managenent
Service Track and the Court and Reparative Service Track. Each track
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provi des a range of options that can be assigned dependi ng upon the

of fender's assessed | evel of risk and successful participation in assigned
programm ng. For each track, the |levels include probation, correctiona
options, and incarceration.

The Ri sk Managenent Service Track is designed for offenders who

commit felony crimes and are highly likely to reoffend. Services within
this track focus on key areas with denonstrated rel ati onships to the

i kelihood of reoffending: |ife managenent skills, substance abuse
treatment, and enployability training. The primary enphasis is on

devel opnent of appropriate decisionmaking abilities. Sanctions range

from speci alized probation caseloads to day treatnment to incarceration in a
correctional setting. Ofenders are selected for this track through the DOC
case managenent system The June 1991 DOC popul ation profile

i ndicated a target population of 3,226 cases for this track

The Court and Reparative Service Track is designed for offenders who
commit nonviol ent m sdenmeanor crinmes and represent a relatively low risk
of reoffending. The prograns within this track focus exclusively on
making retributions to the victim's) and the community and instructing the
of fenders in the consequences of their crimnal conduct. Sanctions range
fromreparative probation to comunity service and restitution sentencing
(which may include an el ectronic nonitoring or house arrest conponent)

to community service canp. O fenders are chosen from probationers for
this track through a community-based Reparation Board. The June 1991

DOC popul ation profile indicated a target popul ation of 6,951 cases for
this track.

Washi ngt on Departnent of Corrections
Rei nt egrati on Proj ect

The Reintegration Project is a two-track program-a prison track and a
community track--focusing on work, education, and enpl oynent readi ness

for youthful offenders. The mminstay of the programis the intensive

i nvol venent of the private sector in the provision of jobs, job training, and
education, both in the comunity and in correctional facilities.

In the prison track, work and enpl oynment readi ness services, integrated

wi th education and vocational elenents, are provided to inmates in an
institution for males, an institution for females, and a newly created "work
ethic canp."” The canp was authorized by the Washington State

Legi slature as an alternative to prison for 18- to 28-year-old youth. In the
community track, offenders under comrunity supervision who violate the

terms of their supervision are diverted to a work rel ease center that offers a
chenmi cal dependency treatnment program and an intensive work readi ness

program

Bureau of Justice Assistance |nformtion
CGeneral Information

Callers may contact the U S. Departnment of Justice Response Center for
general information or specific needs, such as assistance in submtting
grants applications and information on training. To contact the Response
Center, call 1-800-421-6770 or wite to 1100 Vernmont Avenue NW,
Washi ngt on, DC 20005.

I ndepth I nformation
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For nore indepth information about BJA, its progranms, and its funding
opportunities, requesters can call the BJA Cl eari nghouse. The BJA

Cl eari nghouse, a component of the National Crimnal Justice Reference
Service (NCIJRS), shares BJA programinformation with State and | oca
agenci es and comrunity groups across the country. Information
specialists are available to provide reference and referral services,
publication distribution, participation and support for conferences, and
ot her networking and outreach activities. The Cl eari nghouse can be
reached by:

o Mai
P. 0. Box 6000
Rockvill e, ND 20849-6000

o Visit
2277 Research Boul evard
Rockvill e, MD 20850

o Tel ephone

1-800- 688-4252

Monday through Friday

8:30 aam to 7 p.m eastern tine

o Fax
301-519-5212

o Fax on Demand
1-800-688- 4252

o BJA Hone Page
http://ww. oj p. usdoj . gov/ BJA

o NCIJRS World Wde Wb
http://ww. ncjrs.org

0 E-nmi l
askncjrs@cjrs.org

0 JUSTI NFO Newsl etter

E-mail to listproc@cjrs.orgLeave the subject |ine blank
In the body of the nmessage, type:

subscri be justinfo [your nane]



