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INTRODUCTION 

This workbook presents a planning process which is 

designed to assist you in improving the deli very of your 

community's criminal justice and human services. The work­

book is intended to be used as a tool for identifying prob­

lems in the delivery of such services and, in particular, 

for maximizing the use of resources existing in the commun­

ity. 

A step-by-step process is provided which will help 

you to organize a planning group and gather and analyze 

the data you will need to assess the service needs of your 

communi ty. Also, it will serve as a reference for your 

planning group to use in formulating policy and developing 

a plan of action that may be taken to alleviate problems 

in the criminal justice system. 

ultimately lead to increased 

The entire process should 

efficiency throughout the 

criminal justice system and related human services. 

It is envisioned that the planning group itself will 

be a diversified group, representing the interests of the 

3 



4 

components of the criminal justice system, related human 

services, county government, and the community-at-large. 

The workbook is designed as a resource for a group assigned 
, 

the task of planning for its community I s criminal justice 

system. 

statement of the Problem 

In any discussion of planning for the criminal justice 

system, the issue of fragmentation of the system must also 

come into play. Traditionally, the components of the cri-

minal justice system have not worked together in a cohesive 

fashion and have not· necessarily shared the same goals. 

The area of corrections, for example, has undergone several 

philosophical changes which required adjustments in goals 

and methods . These modifications in philosophy have not, 

however 1 necessarily filtered through to law enforcement 

and the courts. A community in which the correctional 

model followed emphasizes the offender's needs as well as 

s?ciety's safety, for instance, runs into conflict with the 

mandate under which law enforcement typically operates. 

The emphasis in law enforcement is I naturally 1 on public 

safety. Unless properly coordinated, the activities of 

these two components can easily come into conflict. 

Inappropriately placed persons can be found in cri­

minal justice and related human service programs in any 

community_ Evidence of this may be found in the existence 

of two situations -- widening the net of social control 
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and j ail overcrowding. IIWidening the netli refers to the 

inclusion of persons into criminal justice programs because 

.the services are available in that setting, not necessarily 

because it is the most appropriate setting for those per­

son.s to receive such services. such persons might never 

have entered the criminal justice system had programs not 

been available. 

Jail overcrowding has several pr'oblematic implications 

for the community. It decreases the ability of the jail to 

provide adequate services, while increasing the potential 

for costly litigation. The safety of both inmates and jail 

staff may be seriously jeopardized ,by overcrowded condi­

tions. Problems in the administration of the j ail have 

monetary and safety repercussions in the j ail and in the 

communi ty, since, ultimately, most persons held in jail 

will return to the community. 

The problems of inadequate coordination of services I 

inappropriate placements within criminal justice related 

programs, and j ail overcrowding are common in communi ties 

throughout the country. Toward alleviating these problems, 

two goals were chosen for the planning process: 1) to 

explore the use of al ternati ves to incarceration, wi thin a 

range considered acceptable and safe by the community and, 

2) to maximize the coordination and cooperation among the 

communi ty I S human service and criminal justice agencies. 

Together, these goals can be used to alleviate strain on 

overburdened criminal justice systems. While the planning 
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process employed in this workbook is essentially generic 

and allows for the addition of other goals relevant to your 

communi ty, you will notice that t.he illustrative portions 

of the workbook text are geared toward addressing these 

goals. 

A few points should be noted in the discussion of 

alternatives to incarceration. First, although a range of 

types of alternatives ex~sts, not all of them will be suit­

able for your community. Some of the options available 

include: alternatives to prosecution such as dispute set­

tlement and pretrial diversion, alternatives to pretrial 

confinement such as citation and release on recognizance, 

sentencing al ternati ves such as restitution and probation, 

and sentencing involving some al ternati ves such as shock 

probation and weekend sentences, and post-confinement 

alternatives such as halfway houses and parole. 

Next, two important factors should determine which 

alternatives, if any, should be used in your community. 

First, given the unique characteristics of your community, 

deficiencies in the types and number of services offered in 

your community must be identified to determine what kinds 

of alternatives are applicable. Second, there may be al­

ternati ves to incarceration which are unacceptable to your 

communi ty. communi ty input should be encouraged to maxi­

mize support for the plan that is ultimately developed. It 

is important to be sensitive to your community's philosophy 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
---··-1--

I 
I 
I 
I 
I 
I 
I 



I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

7 

regarding the mission of criminal justice system and, 

particularly, of corrections. 

Systems Planning 

Planning provides a systematic approach to reaching a 

goal. Once a goal has been set, the plan for reaching it 

should be developed, including the steps- necessary for 

arriving at the designated point, the tasks needed to pro­

gress from step to step, and the assignment of those tasks 

to individuals or teams. Systems for monitoring the imple­

mentation of the plan and evaluating its results must be 

designed and implemented. The information gathered through 

monitoring and evaluation procedures is critical for im­

proving the process and adjusting tasks or goals if changes 

in the situation "warrant it. 

The planning process presented in this workbook 

reflects a 11 systems 11 approach to planning. This type of 

planning attempts to consider the effects of various policy 

options on the entire system. In this case, the system 

refers to the criminal justice system and related human 

services. Repercussions from changes made in one component 

of the system must be carefully considered before final 

policy is adopted. Successful policy implementation relies 

upon effective coordination of the components, which hinges 

upon good communication. For example, a decision to re­

frain from incarcerating persons on alcohol abuse-related 

charges must be discussed with police, to allow them to 
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strategize about how to adapt to the absence of jail as an 

option for dealing with such persons, and with relevant 

human service programs which may see an influx of clients 

as a result. Together they should coordinate how to handle 

the implications of such policy decisions. None of the 

components of the system operate independently. 

The Planning Process 

The planning process presented in this workbook has 

been adapted from the Transfer 14 Total Systems Planning 

Model developed by the National Criminal Justice Clearing­

house for Planning and Architecture. Transfer 14 provides 

a series of steps devised to take the planner from the 

initial identification of planning tasks to the implementa­

tion of programs. The six-step planning process used in 

this workbook is as follows: 

• Identify issues and goals 

• Gather information 

• Analyze information 

• Formulate policy 

• Develop an action plan 

IMPLEMENTATION 

• Monitor and evaluate 

The Planning process is graphically depicted in Figure 

1. Implementation occurs between Steps 5 and 6 and should 

be monitored to provide periodic progress reports. Although 

evaluation appears as the last step of the process, the, 
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evaluation framework should be designed immediately follow­

ing the development of your action plan and prior to imple­

mentation. 



Step 1 Step 2 

IDENTIFY ISSUES GATIIER 
AND GOALS INFORMATION 

o Identify issues • Develop data 
collection plan 

• Identify goals ~ ...-+ 
• Identify information 

needed 

.. Develop flowchart 
of criminal justice 
system 

.. Determine methods 
of data collection 

.. Identify data sources 

- - - - - -

Step 3 Step II Step 5 

ANALYZE FORMULATE DEVELOP AN 
INFORMATION POLICY ACTION PLAN 

• Develop data • Develop policy • Develop procedures 
analysis plan statements 

r--+- --.... • Develop an action 
• Determine methods plan 

of analysis 

• Analyze data 

• Interpret findings 

t 
Feedback 

Figure 1: THE PLANNING PROCESS 

- - - - - - - -

IMPLEMENT A T ION 
, 

Feedback 

- -

Step 6 

MONITOR AND 
EVALUATE 

• Develop schedule 
for monitoring 
action plan 

• Develop evaluation 
framework 

I 

- - -

I-' 
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Time Frame for the Planning Group 

The time frame for completion of the planning process 

will depend upon the amount of resources available and the 

types of problems facing your community. . The speed wi th 

which you are able to mobilize your planning group; the 

amount, guali ty, and accessibility of data collected; the 

amount of time planning group members have available to 

commi t to the planning process; and the availability of 

the wide variety of skills (data collection, data analysis 

and interpretation, policy analysis, etc.) called for in 

the planning effort will all affect the amount of time re­

guired to complete the process. Nevertheless, the group 

will need to spend time developing a time frame for its 

acti vi ties to provide some parameters in which to work. 

Many of the steps of the planning process will over­

lap. For example, monitoring, which is designed to track 

the progress of the plan developed, should begin at the 

onset of the planning process and continue until the evalu­

ation is completed. Data needed for evaluation activities 

must also be collected from the very start-of the planning 

activities, even though the evaluation itself will not 

begin until implementation has been underway for some time. 

Organization of the Workbook 

The workbook is divided into two volumes. Volume One 

presents a detailed descriptions of each of the steps in 

the planning process. These steps are further broken down 
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into the planning activities your group will need to under­

take. 

To facilitate use of the workbook, a hypothetical 

example of Lakeside county appears in several sections and 

is presented in its entirety in the section entitled IICase 

Example". The Case Example illustrates some of the prob­

lems and issues a county such as Lakeside may encounter in 

following. the planning process. 

Following the Case Example are a glossary and several 

appendices: System Load Analysis, System Cost Analysis 

Data Element Examples, and a Community Tolerance Question­

naire. The appendices have been included to provide addi­

tional information regarding some of the more technical 

aspects of the plannning process. They are provided to 

answer many specific questions that you may have as you 

proceed through the planning process. 

Volume Two contains exercises which are designed to 

give planning group members the opportunity to practice 

the activities associated which each planning step. For 

your reference, a Supplemental Reading List is also in­

cluded in this volume. 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 



I 
I 
I 
I 
I 
I 
I 

'1 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

ESTABLISH THE PLANNING GROUP 

To effectively begin the planning process, a planning 

coordinator must be identified and hired. If the planning 

effort is established through a county government mandate 

or through executive or administrative order, the appoint­

ing authority would be responsible for allocating the neces­

sary resources to insure that the planning process is com­

pleted. In addition, these persons should provide an ini­

tial mission statement for the planning group. A mission 

statement presents the planning group's purpose. It will 

serve as a reference point throughout the duration of the 

planning process. 

Selecting a Planning Coordinator 

It is crucial to the success of the planning process 

that the appointing authority (e. g., County Administrator, 

County Commissioners) interview and hire an individual who 

is capable of carrying out the duties and responsibilities 

associated with the position of Planning Coordinator. The 
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individual(s) responsible for hiring the planning coordina­

tor should look for a person who will: 

1. have the time to carry out coordination 
responsibilities; 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

In 

be able to develop a rapport with the vari­
ous planning group members. A good working 
relationship will ensure that different 
viewpoints are raised for discussion; 

have a good understanding of the commun­
ity's criminal justice and human service 
programs; 

not enter the planning process with a pre-
conceived solution to the problems facing 
the criminal justice system; 

preside in a neutral fashion, that is, pre­
ference should not be given to anyone 
individual or group; 

have prior experience either as a chairper­
son, technical assistance provider, and/or 
trainer; 

have 
and 

an understanding of group dynamics; 

have the ability to synthesize and present 
information both verbally and in writing. 

addition to organizing and orchestrating the 

planning process, the planning coordinator is responsible 

for the following:!/ 

• seeing that an agenda is written and dis­
tributed prior to each meeting; 

• securing a suitable meeting room; 

• insuring that the agenda is followed; 

• insuring that previously set time lines are 
kept; 

• supervising the staff assistant(s); 
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• being prepared to meet with the press and 
other individuals interested in the group's 
progress; and 

• submitting a progress 
pointing authority at 
each planning step. 

report to the ap­
the completion of 

If funds are available, it is strongly sug'gested that 

one or more staff assistants be hired. This person would 

be responsible for providing assistance to the planning 

coordinator and for working with planning group members to 

assist in such tasks as data gathering. Ideally, this 

individual should have some research skills and be able to 

conduct computer analyses. I f a secretary is not avail-

able, the staff assistant(s) would be responsible for 

recording the minutes during each meeting. The minutes 

should summarize what occurred and record all decisions 

made. 

The next section defines and describes the planning 

group. 

Who should serve on the planning grouE? 

There are several persons who should be invited by 

the planning coordinator to serve in an advisory capacity 

throughout the planning process. Broad representation 

offers several advantages: 

1. 

2. 

It increases the opportunity for all sides 
to be heard. 

It facilitates cooperation between criminal 
justice and human service agencies, as well 
as encouraging cooperation among the com­
ponents of the criminal justice system. 
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3. It provides access to the various types of 
data necessary to the planning process. 

4. It insures the inclusion of persons whose 
influence will be necessary for implemen­
tation of the plan. 

For the purposes of this process the following indivi-

duals should be contacted to serve on the ADVISORY COMMITTEE: 

• County Manager/Administrator 

• County Commissioner 

• County Finance Director/Budget Analyst 

• County Planning and Research Director 

• Chief of Police 

• Sheriff 

• Judge 

• Public Defender 

• Jail Administrator 

• Administrators of county and Private Correc­
tions Programs 

• Director of Probation 

• Director of Parole 

• Director of Social Services 

• Director(s) of Private Human Service Programs 

• Representatives from citizen Groups 

• Interested citizens 

Depending on your situation, additional ADVISORY MEMBERS 

may be added as necessary. 

How should the planning group conduct business? 

Prior to the first meeting, the planning coordinator 

should contact the ADVISORY COMMITTEE to briefly explain 
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their mission and to find out their concerns and areas of 

interest. During the first meeting of the ADVISORY COMMIT­

TEE, it is critical that the coordinator set the tone and 

pace for the planning effort. The planning coordinator 

should also present the six-step planning process that will 

be used. The steps are: 

• Identify issues and goals 

• Gather information 

• Analyze information 

• Formulate policy 

• Develop an action plan 

IMPLEMENTATION 

• Monitor and evaluate 

Estimates of how long it will take to complete each step 

should be discussed to give each member an idea of what will 

be required. 

Based on the planning coordinator is pres-entation of 

the skills and level of effort required to complete the 

planning process, each ADVISORY COMMITTEE member should 

appoint a qualified representative from his/her agency to 

serve on the WORKING COMMITTEE. This individual must be 

able to attend all meetings, complete the required work, 

and be responsible for keeping the advisory conuni ttee mem­

ber from his/her agency informed. These two committees, 

ADVI SORY and WORKING, will comprise the planning group and 

should meet jointly, at a minimum, at the end of each plan­

ning step. 
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Once the participants who comprise the WORKING 

CO~lITTEE are selected, the planning coordinator should 

schedule the first business meeting. At this meeting, each 

member should be provided with a written copy of the mis­

sion statement for the planning group. The planning coor­

dinator should again present a detailed description of the 

six-step planning process the committees will use. 

During the meeting it may be helpful for the WORKING 

COMMITTEE to address sE~veral questions regarding what it in­

tends to accomplish. Below are some questions the working 

committee should discuss to assure clarity about its mission 

and focus.~/ 

1. What expectations 
authority have? 

does the appointing 

I 
I 
I 
I 
I 
I 
I 
I 
I 

2. To accomplish our mission, what types of I 
information should we collect? _ 

3. Should any o1:her agencies or individuals in I 
the community be involved in the planning 
process? 

4. How long will the planning process take to I 
complete? 

5. will assistance be necessary from special I 
consultants, student interns, and/or volun-
teers? 

6. What will be done with the recommendations I 
of the planning group? 

It is important to take time at the onset of the I 
planning process to carefully answer such questions and 

avoid later confusion. The more completely you are able 

to answer these questions I the greater will be the degree 

of understanding and consensus about the group I s purpose. 

I 
I 
I 
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Subcommittees. In an effort to make the acti vi ties 

of the WORKING COMMITTEE more manageable, it is recommended 

that the planning coordinator assign members to subcommi t-

tees. During the planning effort the subcommittees will be 

responsible for gathering and analyzing data, developing 

policies and procedures, monitoring the planning process, 

and, ultimately, evaluating the implementation of the plan. 

Subcommi ttees can be formed to reflect the different 

divisions of the criminal justice system and human service 

agencies represented. The divisions chosen for this work-

book are County Government, Corrections/Law Enforcement, 

Courts, and Human Services. Members should be assigned to 

the appropriate subcommittee based upon the agency they 

rep.resent. 

The four subcommittees include: 

Subcommittee 1: County Government 

One representative from the following: 

• County Manager/Administrator's 
Office 

• County Commiss.l,oner's Office 

• County Planning Department 

• County Finance Department 

• Member of a citizen's Group/Inter-
ested Citizen 

Subcommittee 2: Corrections/Law Enforcement 

One repres~ntative from the following: 

• County Jail 

• County Corrections Program 



20 

• Private corrections Programs 

• Probation Department 

• Parole Department 

• Sheriff's Department 

• Police Department 

@ Member of a Citizen's Group/Inter­
ested Citizen 

Subcommittee 3: Courts 

One representative from the following: 

• Judiciary 

• County Attorney's Office 

• Public Defender's Office 

• Member of a Citizen's Group/Inter­
ested citizen 

Committee 4: Human Services 

• Representatives from Public (County) 
Human Service Agencies 

• Representatives from Private Human 
Service Agencies 

• Member of a Citizen's Group/Inter­
ested Citizen 

I 
I 
I 
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Dividing WORKING COMMITTEE members according to I 
agency in'which they work is only one way of creating sub-

committees. Depending upon the individuals in your working 

committee, your planning coordinator may decide to: 

• assign individuals with similar skill levels 
to different subcommittees; 

• Ci'ssign individuals along functional di vi­
sions of the planning process, i. e., one 
subcommittee would be responsible for Steps 
1 and 2, another subcommi tte would be re­
sponsible for steps 3 and 4, etc.; and 

I 
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• randomly assign members to subcommittees to 
help insure that criminal justice and human 
service representatives are placed on all 
subcommittees. 

Once your planning coordinator has divided your 

WORKING COMMITTEE into subcommittees each subcommittee 

should establish a regular meeting schedule. A staff 

assistant should be available during these meetings to pro-

vide technical assistance, if necessary, and will be re-

sponsible for securing the meeting room and distributing 

the agenda. The staff assistant should also keep a record 

of each member's attendance. The planning coordinator 

should establish certain rules and regulations about such 

things as meeting attendance and what will be done if a 

working committee member misses several meetings. Each sub-

committee should follow these rules and regulations. 

One of the first tasks of the subcommittees will be 

identify key issues in their community which appear to be 

problemmatic. This is discussed in the following section; 

step 1: Identify Issues and Goals. 
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• Identify issues 

• Identify goals 

STEP 1 

IDENTIFY ISSUES /AND GOALS 

This workbook is intended to present a planning pro-

cess that will assist your community in conducting a systems 

analysis of its criminal justice system and related human 

services. This type of planning- is designed to help a com­

muni ty improve the deli very of its services. The results 

of this planning effort will provide county government 

officials with the necessary information upon which deci­

sions can be made regarding the county I s use of al terna­

ti ves to incarceration and ways to maximize coordination 

between its agencies. 

What are the important issues which face your community? 

The planning group as a whole must seek to identify 

those issues believed to be confronting its community_ 

Ini tially, each subcommittee would be responsible for gen­

erating a list of issues which will be discussed when the 

advisory and working committees convene. 

23 
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The issues which are listed by the committees should 

be arranged from most critical to least critical. It is 

during this joint meeting of the advisory and working com-

mi ttees that the planning group's philosophical positions 

will begin to emerge. Naturally the planning group's posi-

I 
I 
I 
I 

tions will affect, to some extent, the direction the plan- I 
ning effort will take. The PLANNING COORD I NAT OR SHOULD 

ENCOURAGE ALL GROUP MEMBERS TO PARTICIPATE IN A COMPLETE 

LISTING AND DISCUSSION OF ISSL~S. 

Presented on the following pages are some examples of 

issues which express community concerns about the criminal 

justice system and related human services. View them only 

as examples and do not limit your discussion to these 

issues, as your community is unique. 

1. Is jail overcrowding a problem in your community? 

A community must first determine what some of the 
major problems associated with overcrowding are. These 
problems may include violation of standards resulting in 
costly litigation, unmanageability of inmates, and high 
turnover rates among staff. In many communities the imme­
diate response to a situation of overcrowding in the jail 
is to seek ways to obtain more space, whether it be through 
construction or arrangements with a neighboring community 
to accommodate inmates. Expanding or more effectively 
utilizing community based programs may be ways to avoid 
relying solely on construction of additional space for 
incarceration. 

2. Is widening the net a problem in your community? 

Widening the net of social control refers to placing 
persons in alternative programs who, if such programs did 
not exist, would not have entered the criminal justice 
system. Rather than reducing the incarcerated population, 
in some communities alternative programs are simply handl­
ing more individuals without significantly reducing the 
jail's population. 
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Net widening can lead to problems such as overload­
ing the system with too many clients, or overloading the 
clients with too many programs. Some of the possible by­
products of this situation may be .an inefficient use of 
resources, unmanageable caseload size, and the inclusion 
of inappropriate clientele in programs. 

3. Does the range of alternative services match the 
underlying need for services in your community? 

Duplication of existing services results when there 
is a lack of networking and/or coordination between human 
service and criminal justice agencies.. Toward remedying 
this situation some communities have placed greater empha­
sis on developing interagency linkages and exchanges and on 
engaging in joint problem solving between criminal justice 
and related human service agencies. To determine if dupli­
cation of services exists in your community the method for 
referring clients to programs should be examined, as well 
as the types of services these programs provide. 

4. How can existing resources be better used? 

Most communi ties have a range of corrections related 
services. Because of specific problems in the community, 
some corrections services may be overloaded while others 
may be operating under their designed capacity. To what 
extent can individuals who would have been placed in an 
overloaded program or facility be appropriately placed in 
one of the underutilized services? If overloading can be 
reduced, or lessened temporarily, the costs associated with 
expanding service capacity can be postponed. To the extent 
that individuals are being placed inappropriately in costly 
residential facilities when they would, at no increased 
risk to the community, benefit more from a less restrictive 
environment, a double benefit occurs to the community from 
seeking al ternati ve placements to reduce overloaded condi­
tions. (For additional information see Appendix A: Sys­
tems Load Analysis.) 

5. What will it cost to continue to provide the 
present level of services? 

Looking ahead, what will be the need for new services 
and facilities to meet growing corrections service needs? 
What will be the budgetary impacts of maintaining the cur­
rent service level in the face of growing demand? This 
issue involves projecting likely service needs and then 
c9mparing those needs with the existing· level of service 
capaci ty. The costs of expanding service capacity for a 
range of program alternatives can be compared. It may be 
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found that, instead of devoting a large amount of money to 
the expansion of a jail facility, focusing some available 
resourceS on alternative services may reduce the demand for 
secure residential facilities sufficiently to postpone 
costly construction programs. (For further information 
about this issue, see Appendix B: System cost Analysis.) 

6. Are criminal justice and human service staff 
familiar with the operations of related 
services provided within the community? 

The extent to which the criminal justice system and 
related human services operate efficiently depends upon 
the degree to which the workers in the system are familiar 
with all the services offered throughout the system. Com­
munication must take place between agencies for workers to 
obtain the information needed to make appropriate refer­
rals. Unnecessary personnel and service delivery costs may 
be incurred when an indi vidual is inappropriately placed 
and must be referred to another program. 

Taken together the issues your planning group iden­

tifies should present a clearer picture of some of the 

problems confronting your community. 

What are the goals of the planning prncess? 

The purpose of this planning process is to help a 

community improve the delivery of its criminal justice and 

human services. The first step toward improving the de-

livery of services is to identify potentially problemmatic 

areas, Which, if addressed, would impact the delivery of 

services. 

Based upon the issues your planning group identified, 

the goals it hopes to accomplish through the planning pro-

cess can be determined. Goals are defined as broad state-

ments of what your planning group intends to do to improve 

the delivery of criminal justice and related human services. 
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It is important that all planning group members under-

stand and agree on the goals. To help assure commitment 

toward goals, the advisory and working committee members 

should participate in their development. 

The issues previously discussed, which are only ex-

amples, are typical of issues confronting many communities. 

Two goals which address these issues have been identified: 

1. To explore the use of al ternati ves to in­
carceration, wi thin a range considered 
acceptable and safe by your community. ~/ 

2. To maX1m1ze coordination and cooperation 
among criminal justice and human service 
agencies. 

It is anticipated that achievement of these two goals 

would lead to improved dleli very of criminal justice and 

related human services. Your planning group may also want 

to specify other goals relevant to the issues identified 

in your community. 

The following step in the planning process presents 

~~.nformation which should be gathered to ascertain the sig­

nificance of the issues identified by your planning group. 
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Summary 

By the end of this step you will have: 

• identified and set priori ties among issues 
confronting your community; and 

• defined the goals for the planning effort. 
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IDENTIFY ISSUES 
AND GOALS 

• Identify issues 

• Identify goals 
• Identify information 

needed 

• Develop flowchart 
of criminal justice 
system 

• Determine methods 
of data collection 

• Identify data sources 

STEP 2 

GATHER INFORMATION 

The process of gathering information is critical to the 

success of the planning effort. steps to achieve your goals 

can be developed only after a careful assessment of the way 

your criminal justice system and related human services cur­

rently operate." A data collection plan, and, eventually, an 

analysis plan will be necessary to ensure the collection of 

appropriate and sufficient data for this kind of assessment. 

How is a data collection plan developed? 

Before data collection acti vi ties begin, it is im-

portant to determine the specific information that will be 

needed. It. is always disappointing to reach the point of 

data analysis only to find that the correct data were not 

collected, or at least not in sufficient quantity to allow 

helpful inferences to be made. On the other hand, col-

lecting. an overabundance of useless data wastes valuable 

resources. Therefore, it is wise to know what data are 

needed and why before data collection acti vi ties begin. 

29 
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Initially, you will need to collect descriptive infor­

mation about your community that will provide the context 

fDr understanding your criminal justice system and related 

human services. Current and prDjected prDpulation charac­

teristics are important examples of these kinds of data, 

since population will affect the demand fDr services. 

state laws and county ordinances affecting criminal justice 

system Dperations, and licensing requirements for community 

alternatives should be identified. Information about jail 

standards (e.g., American Bar Association, American Medical 

AssociatiDn, state). and compliance will help identify prob­

lematic areas related tD the jail and its operations. 

AdditiDnally, it is important to understand and 

philosDphies of your community. CorrectiDns programs per­

fDrm a variety of functiDns, including protectiDn of the 

public, deterrence from futher criminal behavior, treatment 

Df the offender, and incapacitation/punishment. Different 

communi ties may place more emphasis Dn a particular func­

tiDn than Dn another. Also, the function perfDrmed for a 

specific type of criminal behaviDr may differ from the 

overall role of correctiDns in your community. Rape, for 

instance, may be dealt with through incapacitation, while 

nearly all other criminal behaviDr may be dealt with through 

treatment. It is wise to devote some time to describe the 

role your community feels correctiDns should take in regard 

to various forms of criminal behavior. CDmmunity norms of 

acceptance can greatly influence, for example, the number 
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of al ternati ve programs a community has, who enters such 

programs, and who goes to jail. 

Once you have identified basic information needed to 

describe your community, the next step in developing a data 

collection plan is to determine the specific data elements 

necessary for understanding the issues identified in the 

previous planning step. Your purpose in collecting these 

data are to determine the significance of the issues in 

your community, to specifically identify problems such as 

service gaps, and to provide guidance for the planning of 

activities to address the issues. 

In developing a data collection plan it is important 

to remember that data can be collected in several levels of 

measurement. Length of time spent in jail, for instance, 

can be measured in terms of days, months, or years. Offense 

data can be collected simply along the division of felony 

and misdemeanor or by specific charges, such as shoplift­

ing, petty larceny, and grand larceny. Decisions regarding 

what level of measurement should be used for each variable 

must be made before data collection can begin. The level 

of measurement of a variable will affect the types of 

analyses that can be performed, so the types of analyses 

to be used should also be considered in choosing levels of 

measurement. The following section discusses analysis 

techniques in more detail. 

It should also be remembered that data collected at 

this point will be used later in evaluation, as the basis 
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for making comparisons of what happened before and after 

implementation. 

How is data collected on issues? 

The most time consuming, yet most critical, part of 

gathering information is identifying data elements needed 

to throughly examine community issues. Identifying data 

elements can quickly become unmanageable in a large group, 

therefore, it is best to divide the issues among the sub­

commi ttees and have each subcommi-ttee devlop a data collec­

tion plan for those issues. The plan should include the 

data elements to be collected and the levels of measurement 

to be used. 

As each issue poses a broad question about the cri­

minal justice system or related human services in your 

community, it may be helpful to pose a number of speciflc 

research questions, which, when answered, will provide a 

documented response to the issue. These research questions 

will then dictate the specific data elements that you will 

need to collect. 

An outline of this process follows using three of the 

issues presented in the previous planning step as examples 

of commonly problematic issues. The examples are by no 

means exhaustive, and should only serve as guidelines for 

how to develop your own data collection plan. Appendix C 

provides additional examples of data elements. 
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Issue: Is widening the net a problem in your community? 

Research Question 1: What alternatives to incarcera­
tion have been implemented over the past five years? 

Data elements: 

• type of program (residentia.l 
tial) 

or nonresiden-

• type of services offered 

• 
• 
• 
• 
• 

• 

population served 

specific charges of inmates/participants 

average length of stay or participation 

referral source 

number served per year (or most appropriate 
measure, depending upon the type of program, 
e. g. , average daily popula"tion, j ail days, 
etc. ) 

funding sO'Qrce 

Information such as this will provide a profile of 

the types, if any I of alternatives to incarceration which 

have been implemented over the past fi ve years in your 

community. By examining this group of programs separately, 

you will be able to determine where the funding has gone 

in the past. This may provide some indication of where the 

perceived need for services has been in your cornmuni ty I 

al though need and funding are not necessarily the same. 

You will also be able to see who has been receiving these 

services, and if that client populati.on has changed over 

the years. This is important to know so that you can 

assess whether or not the program I s services are being 

properly directed. 
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To help assess the appropriateness of the population 

actually served, data regarding the programs' original man-

dates, namely, what types of services had been envisioned 

as being delivered by each program, to whom, and for what 

length of time, should also be collected. All of this 

information will be needed for the evaluation which will 

occur later on in the planning process. 

R~search Question 2: What has been the growth in 
population served for criminal justice and related 
human service programs (including the jail) over 

. the past five years? 

Data elements: 

• type or program (residential or nonresiden­
tial) 

• type of services offered 

• population served 

• 
• 
• 
• 

• 
• 

• 

• 

specific charges of inmates/participants' 

average length of stay or participation 

referral source 

number served per year (or most appropriate 
measure, depending upon the type of program, 
e.g., average daily population, jail days, 
etc. ) 

funding source 

legal status (pretrial, presentence, sentenced, 
holds, etc.) 

number of arrests per year (by specific 
charge) 

number and type of citations and summons in 
lieu of arrest 
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The data elements above are, in large part, a dupli­

cation of those listed for the first question. You must 

obtain comparable data for all programs and services so 

that clients t placements may be tracked. This informs.tion 

will help you judge whether or not the al ternati ve serv-

ices that exist are handling appropriate cases or are ac­

tually providing services to persons who need not be under 

the jurisdiction of the criminal justice system. It will 

also help you discover the type of person traditional 

criminal justice programs have typically been handling in 

your community, which will provide an indication of whether 

or not those programs are providing sen'ices to an appro-

priate population. Data regarding arrest rates will pro-

vide an indication of how the number and types of persons 

entering the criminal justice system have changed over the 

years. 

Issue: Is jail overcrowding a problem in your community? 

Research Question 1: What is the capacity of your 
jail? 

Data elements: 4/ 

• average daily population 

• length of stay 

• 
• 
• 
• 

jail days 

total bookings 

net bookings (persons housed) 

number of felony and misdemeanor inmates, as 
well as others such as holds 
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• number of pretrial and sentenced inmates, as 
well as others such as state prisoners 

• number of male and female inmates 

• number of beds for male and female inmates 

• number of beds for other specific classifica­
tion groups 

Capacity of a jail does not simply refer to the number 

of beds available. The length of stay of inmates can re­

veal how long particular groups of persons typically stay 

in the j ail, such as pretrial and sentenced inmates, and 

persons charged with felonies or misdemeanors. By compar-

ing the number of total bookings with the number of net 

bookings, you will gain an idea of how frequently j ail is 

used as a processing option. 

In calculating capacity, classification systems must 

also be taken into account. I f the j ail generally only 

handles two or three female inmates at any given time, but 

has ten beds allotted in a separate modular to females, the 

total number of beds in the jail may be a misleading number 

to consider in defining capacity. The available capacity 

may be different from that of the overall capacity of the 

institution for specific populations. 

The above information will provide you with a better 

understanding of the flow of persons through your jail, the 

number of persons your j ail can handle "comfortably", and 

the percentage of persons entering the criminal justice 

system that 'comes into contact with the jail. The data 
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will help you identify processing weaknesses and strengths 

and begin to point out areas where al ternati ve placements 

can be considered. The data are also useful for presenta-

tions to persons unfamiliar with the j ail and its opera-

tions. 

Research Question 2: Who is in your jail? 

Data elements: 

• legal status (pretrial, presentence, sen­
tenced, holds, etc.) 

• charge status (felon, misdemeanant, municipal 
offender, etc.) 

• specific charge 

• 
• 
• 
• 
• 
• 
• 

• 

• 

date of birth 

ethnicity 

education 

employment 

marital status 

vocational status 

emotional/mental health 
treatment for emotional 
problems) 

(past or present 
or mental health 

substance abuse (presence of past or present 
substance abuse problems) 

means of release from the facility (bond type 
and amount) 

One of the many issues involved in overcrowding is 

the identification of the most appropriate population to 

use the scarce resources of the jail. Your community 
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certainly has some notions about who that population should 

be, as do the workers in the criminal justice system. 

It is helpful, however, to periodically take stock 

I 
I 
I 

of who the typical residents of the j ail are. It is pos- I 
sible that, because of a lack of more appropriate services, 

persons who do not necessarily have to be in j ail may 

appear among the inmate population. Also, the population 

may change, due to external variables such as deinsti tu­

tionalization of mental health patients, or stricter en­

forcement of particular laws by law enforcement officials. 

By examining who is in the jail, some of these factors may 

become apparent, and may indicate that, if overcrowding is 

not currently a problem, it may be looming on the horizon. 

Issue: How can existing resources be better used? 

Research Question 1: What is the current load on 
corrections programs? 

Data elements: 

• quanti ty of service presently being provided 
by each program or facility included in the 
planning study. Uni ts of measure might in­
clude enrollees per year, number of cases 
closed per year, number of person days of 
service per year 

• optimal service capacity of each program or 
facili ty, independent of the actual level of 
service currently provided (data obtained 
from design standards, accepted norms and 
interviews) 

Research Question 2: How will service load change 
over the next three years? 
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Data elements: 

• change in program activity levels 
past three years (gather program 
level data for the past three years) 

over the 
activity 

• projected community population growth for the 
next three years (using either readily avail­
able proj ections for the community or extra­
polating from the trends of the prior three 
years) 

Research Question 3: What community 
potentially could share placements in 
reduce overloaded conditions? 

Data elements: 

services 
order to 

• functional grouping of services based on 
similari ties in the client groups that they 
service (e.g., drug abuse, alcohol abuse, 
vagrancy, traffic offenses) 

Research Question. 4: 
cated among related 
crowded conditions? 

Data elements: 

How can clients be reallo­
services to relieve over-

• calculate the degree of overlap between re­
lated services and reallocate clients from 
overloaded services to underutilized services 
where such changes in placement are appropri­
ate (data obtained from previous steps) 

A specific methodology to address this issue is con­

tained in Appendix A, "System Load Analysis II • The system 

load analysis describes an approach for measuring the 

present and near-term demand placed on corrections services 

relative to the optimal capacity of those services. An 

approach for grouping comparable services and reallocating 

placements from overloaded to underutilized services is 

described. The system load analysis involves four discrete 
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tasks. These tasks are stated as research questions ap-

pearing above and the data necessary to answer each of 

these research questions are listed as they could be in a 

data collection plan. 

What is an easily comprehensible way to depict how the 
criminal justice system works? 

A flowchart can visually represent a community's 

criminal justice system. The flowchart should reflect the 

step-by-step progression a person takes through the system, 

and each of the decision points along the way. Flowcharts 

are helpful devices, both as presentation tools for edu­

cating persons unfamiliar with a system, and for exposing 

differences between how the system is assumed to work and 

how it actually operates. 

In order to construct a flowchart, you will need to 

gather information about how criminal justice agencies in 

your commurd ty proces s indi vi dual s . Every communi ty , s 

flowchart will be somewhat different, so it is important 

to identify the idiosyncracies in your system that make it 

unique. The guidelines presented below will help you col­

lect the necessary data for developing a flowchart. You 

may wish to delegate this task, at least initially, to the 

corrections/Law Enforcement and Courts subcommittees. 

1. 

Guidelines for Gathering Information Needed 
to Flowchart the Criminal Justice System ~/ 

List all criminal justice agencies in the 
community (law enforcement, prosecution, 
defense, courts, corrections). 
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Identify all decision points where someone 
with the necessary legal authority can: 

a. Order a person's arrest and/or commit 
him or her to jail. 

b. Decide to employ some alternative to 
incarceration (either human service or 
criminal justice). 

For each decision point above: 

a. 

b. 

c. 

Identify the decision maker(s). 

List and define the options. 

Indicate whether explicit policies or 
guidelines govern the decision, and list 
them if they exist. 

d. Make clear whether someone other than 
the decision maker regularly provides 
information to assist in determining 
the defendant's eligibility for par­
ticular options. Identify this person 
or agency. 

convert the outline into a flowchart depict­
ing how an individual in your community 
enters the criminal justice system and is 
processed. The Case Example includes an 
example of a flowchart on page 129 . 

comprehensive list of all of the human service 

programs existing in your community should also be compiled 

by the Human Services subcommittee, with the type of serv-

ices offered, popUlation served, and referral source speci-

fied. This list will be used to identify potential sources 

of services yet untapped by the criminal justice system. 

What methods should you use to collect the data? 

The information required for successful planning 

can be obtained by using two types of collection methods: 
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methods of primary data collection and methods of secondary 

data collection. 

Primary Data Collection. primary data collection 

refers to data collected from an original source such as 

community residents, offenders, and human service and 

criminal justice personal. The most commonly used methods 

for collecting this type of information are person-to­

person interviews, telephone interviews, and mailed ques­

tionnaires. Questionnaires and interviewing allow you to 

obtain information about the respondent's attitudes and 

perceptions. 

While .person-to-person interviews allow the inter­

viewer to clarify questions and to observe facial reac­

tions, it is a time consuming method which limits the 

number of persons who can be interviewed. Substantial 

resources are required to conduct personal interviews. 

Telephone interviews, while requiring fewer resources, are 

more limited in the type and number of questions that may 

be asked. Finally, mailed questionnaires are the least 

expensive way to survey a popUlation, however, this method 

relies heavily on the ability of the population surveyed 

to uniformly comprehend the language and format of the 

questionnaire. You should expect the response rate for 

mailed questionnaires to be lower than for person-to-person 

or telephone interviews. 

An example of a primary data collection instrument 

appears in Appendix D. 
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Secondary Data Collection. Much of the data needed 

for the planning process will be collected from existing 

records, such as county budgets; police, court, human 

service, and corrections records; and census reports. This 

is referred to as secondary data collection. 

A drawback to secondary analysis is that the quality 

of the information gathered is dependent upon the quality 

of the information originally recorded. If there were 

inconsistencies in the way data were originally collected, 

or in the forms that were used, it may be difficult to cor­

rect for them in your analysis. Therefore, every effort 

should be made to assure that the interpretations of the 

items collected remain constant during the period under 

examination. 

Where can you find the data you need? 

Once you have identified the data elements you wish 

to collect, your group should identify potential sources 

from which the data may be obtained. A good researcher is 

creative in tracking down sources of useful information. 

Many county government offices keep historic and current 

demographic data on the community I s population which may 

be useful in tracing and proj ecting trends in population 

characteristics. You may need persons within these offices 

to assist you in using their records. 

Some of the records needed in the data collection pro­

cess may be confidential. Therefore, it will be necessary 
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to have persons available with the proper authorization to 

access these records. 

Some examples of where data can be obtained include: 

1. court records; 

2. police records; 

3. jail records; 

4. various program and agency records; 

5. agencies such as County Planning and County 
Finance Departments; and 

6. other sources such as advocacy and specialized 
groups. 

In addition to these sources, data may also be obtained 

through interviews of individuals such as government offi-

cials, program directors and administrators, line staff, 

citizens, etc. 
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Presented below is a hypothetical example of the data 

collection plan developed by the Lakeside County Criminal I 
Justice Planning Group. l'his example is presented in its 

entirety beginning on page 93 - Case Example. 

EXAMPLE 

Background 

Lakeside county, which is located 
in the midwestern portion of the coun­
try, is a suburban/urban county with a 
population of 261,617. The County's 
government is headed by a County Admin­
istrator and a five member council. 

The County jail's population has 
increased by 17 percent in the past 
five years and is projected to increase 
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in the near future according toj.n­
creased population projections, higher 
crime rates, and an overcrowded state 
prison. Recently, the Lakeside County 
jail administrator was contacted by 
state officials and asked to house 
state prisoners. 

The County Council decided to 
establish and fund a task force with is 
mandated to explore al ternarti ve means 
of handling persons passing through its 
jail and ways to facilitate better 
linkages between its criminal justice 
system and related human services. A 
planning coordinator, one staff assist­
ant, and a part-time secretary have 
been hired. To date, the planning 
coordinator has divided the working 
commi ttee into four subcnmmi ttees: 

• County Government 

• Corrections/Law Enforcement 

• Courts 

• Human Services 

Each subcommittee has identified issues 
which the entire planning group priori­
tized. 

One of the most pressing issues 
was jail overcrowding. The 
Corrections/Law Enforcement subcommi t­
tee was responsible for developing a 
data collection plan which would guide 
the group i s efforts in exploring this 
issue. Data from 1976 to 1981 would be 
gathered. Table 1 presents a portion 
of this subcommittee's data collection 
plan. Other research questions were 
wri tten and the data elements identi­
fied by the subcommittee. A draft of 
the final data collection plan was 
completed and given to the planning 
coordinator, who was responsible for 
intergrating this plan into a data 
collection plan for the entire working 
group. 
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Table 1 

CORRECTIONS/LAW ENFORCEMENT SUBCOMMITTEE'S DATA COLLECTION PLAN 

LAKESIDE COUNTY 

ISSUE; IS JAIL OVERCROWDING A PROBLEM IN LAKESIDE COUNTY? 

Research 
Question 

\'1ho is in the 
Lakeside County 
jail? 

- - -

Data Elements 

1. Legal status 

2. Most recent charge 

3. Gender 

4. Age 

5. Ethnici ty 

6. Education 

7. Residence 

- - - -

Levels of 
Measurement 

a. Pretrial 
b. Sentenced 

a. Felony (by 
actual charge) 

b. Misdemeanor 
(by actual 
charge) 

a. Male 
b. Female 

a. Actual age 

a. Blacle 
b. White 
c. Asian 
d. Hispanic 
e. Other (specify) 

a. Last grade completed 

a. Lakeside County 
b. In-state 

Methods of 
Data Collection 

These data elements 
will be collected from 
existing records 
(secondary data collection) 

A random sample of 
inmates will be used 
for each year data are 
collected 

c. Out-of-state (specify) 

- - - - - - - -

Where Data 
can be Obtained 

Jail records 

Police records 

Court records 

- -

~ 
0'\ 

-



- - -
Research 
Question 

-

What is the capacity 
of our jail? 

- - -
Data Elements 

8. Employment at 
time of arrest 

9. Marital Status 

-

10. Emotional/Mental 
Health 

1. Jail capacity 

2. Total bookings 

- - - -
Table 1 (continued) 

Levels of 
Measurement 

a. Full time 
b. Part time 
c. Unemployed 
d. Receiving unemploy­

ment benefits 

a. Single 
b. Married 
c. Separated 
d. Divorced 

a. Past treatment 
for emotional/ 
phychological 
problems 

b. Present treatment 
for emotional/ 
psychological 
problems 

a. The number of 
beds the jail has 
according to de­
sign specifica­
tions 

- number of beds 
for males 

- number of beds 
for females 

a. Per year 

- -
Methods of 
Data ,collection 

-
,. 

These data elements will 
be collected from exist­
ing records (secondary 
data collection) 

A random sample of in­
mates will be used for 
each year data are 
collected 

- - - -
'::~'re Data 
<..-all be Obtained 

Final architectural 
plans 

state laws related 
to jail capacity 

State/county jail. 
standards 

Jail records 

Police records 

~ 
-...J 
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Research 
Question 

- - .. 

Data Elements 

3. Net bookings 
(persons housed) 

4. Average daily 
population 

5. Average detention 
time 

6. Number of felony and 
misdemeanor inmates 

7. Number of pretrial 
and sentenced 

- - - -

Table 1 (continued) 

Level of 
Measurement 

a. Per year 

a. Total nunilier of 
days served by all 
prisoners in a jail 
per year divided 
by 365 

a. Total number of 
days served by all 
prisoners in a jail 
per year divided by 
the number of pri­
soners committed 
during that year 

a. 

h. 

a. 

b. 

-

Number of felons 
per year 
Nunilier of misde­
meanants per year 

Number of pretrial 
inmates per year 
Number of sentenced 
inmates per year 

- - -

Methods of 
Data Collection 

- - - -

Where Data 
can be Obtained 

- -

""­
<Xl 

-
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The following step in the planning process discusses 

various analysis techniques which may be used once you col­

lect your data. 
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Summary 

By the end of this step you will have: 

• developed a data collection plan; 

• 

• 

• 

• 

identified the information you need to col­
lect; 

developed a flowchart of your criminal jus­
tice system; 

identified 
intend to 
telephone 
terviews, 

the data collection methods you 
use (secondary data collection, 

interviews, person-to-person in­
mailed questinnaires, etc.); and 

identified possible data sources and explored 
the types of information they have to offer. 
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IDENTIFY ISSUES 
AND GOALS 

.. Identify issues 

• Identify goals 

GATHER 
INFORMATION 

• Develop data 
collection plan 

• Identify information 
needed 

• Develop flowchart 
of criminal justice 
system 

• Determine methods 
of data collection 

• Develop data 
analysis plan 

• Determine methods 
of analysis 

• Analyze data 

II Interpret findings 

• Identify data sources 

STEP 3 

ANALYZE INFORMATION 

The purpose of data analysis is to describe the in-

formation you gathered and draw some inferences from it. 

Depending on the amount and type of data collected, your 

planning group should, by the end of this step, be able 

to describe and draw conclusions about such issues as how 

your community's criminal justice system operates; how 

resources are allocated; where gaps or duplication exist 

in the delivery of services; and where inappropriate 

placements most frequently occur. The 

gathered and analyzed, can be used as 

for achieving your goals. 

data, if properly 

an effective tool 

For many, data analysis is viewed as time con-

suming, confusing, and often frightening. It does not have 

to be. This section presents an overview of some relatively 

simple statistical techniques and a discussion of how to 

develop a data analysis plan to help direct the analysis 

effort. The results of the data analysis will provide you 

51 
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with the necessary information to develop both policy 

statements and an action plan. 

How is a data analysis plan developed? 

In order to effectively manage the data you have col­

lected, each subcommittee should develop a data analysis 

plan to guide this effort. Your plan should indicate for 

each question: 

• the data elements which have been collected; 

• the relationships that will be examined; and 

• the analytical techniques used. 

A good data analysis plan will help (a) answer your re­

search questions i (b) squeeze all the relevant info1.1llation 

out of the data, and (c) describe the issues under study or 

provide new information about your criminal justice system. 

The staff assistant should help your committee develop 

this plan. The planning coordinator should then integrate 

each committee I s plan into an overall data analysis plan 

for the entire planning group. 

What options are available for analyzing the data? 

The planning group must decide whether the data 

analysis will be done manually or by computer. If there is 

no one available with the necessary expertise and/or if cost 

is a serious problem, we suggest that the analysis be con­

ducted manually. 

However, if cost does not present a significant prob­

lem, and if there is a person available with the necessary 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 



I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

53 

expertise, then your planning group may want to consider 

computer analysis because it offers the following advan-

tages: 

• fast turn around time, i . e., what may take 
days or weeks to perform by a calculator 
takes only minutes by computer; 

• ease of statistical analyses, especially when 
the sample size is large and there are many 
variables; §/ and 

• decreased probability of computational errors. 

Before making the decision, the following questions should 

be addressed: 

1. Is a computer available? 

If so: 

a. Is it accessible? 

b. 

c. 

d. 

e. 

What types of software packages 
are available? 

What, if any, are the approximate 
costs involved? 

Have precoded data collection 
forms been used so that data can 
easily be keypunched for computer 
analysis? 

Are student interns and/or plan­
ning group participants with the 
necessary knowledge and skills 
available to input and interpret 
the data? 

If the answers to these questions reveal that: 

• 
• 
• 
• 

a computer system is accessible; 

the necessary expertise is available; 

cost is not prohibitive; and 

many of the data elements that you need are 
currently included in a computer system used 
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by a county agency which is compatible with 
your needs, 

then computer based analysis is recommended. 

What types of analyses should be done? 

Univariate analysis. Whether data analysis will be 

conducted manually or by computer, a key step in the 

analysis is to examine each variable separately. This is 

referred to as univariate analysis. One of the results of 

such analysis is a frequency distribution which presents 

in tabular form the raw number in one column and the per­

centage of individuals receiving each score in a second 

column. A frequency distribution indicates how often each 

value of the variable appears in the population under 

study. For example, a frequency distribution for the 

variable "sex" may show that a population of 200 persons 

is comprised of 30 females (15%) and 170 males (85%). 

Data can also be presented in the form of averages. 

Three options include the mean (sum of the individual values 

for each case divided by the number of cases), median (the 

middle response) , or mode (the most frequently reported 

answer) . Averages have the advantage of reducing a large 

amount of raw data into a single number. 

In summary, univariate analysis is a particularly 

helpful technique for providing a detailed description of 

your data. However, to be of use the data must be pre­

sented in a manageable form. The example which follows 

illustrates how your data may be presented. 
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EXAMPLE 

Lakeside County has a 20 bed Drug 
and Alcohol Treatment Center. Working 
commi ttee members were interesting in 
seeing the age distribution of those 
people who resided in the Center during 
1981. This information will be used to 
help assess the needs of the residents. 
To find out this information, a fre­
quency distribution (the number of 
individuals in each age category) must 
be obtained. The frequency distribu­
tion for this variable appears in Table 
2, on the following page. From this 
data, the mean age can be calculated. 
To make the data more manageable and to 
observe trends in the age distribution, 
they have been grouped in age ranges in 
Table 3. 
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Table 2 

FREQUENCY DISTRIBUTION Of' AGe: OF DRUG Am) 
ntEA'!MEN'r C~ RES IDEN'IS 

~ ~ ~ ~ 

16 1 2S 3 

17 1 26 4 

l8 2 27 1 

19 7. 28 3 

20 3 29 a 

21 3 30 a 

22 1 31 1 

23 7. 32 2 

24- 4 33 1 

Number of known cases:: Sl 
Number of unknown cases = 9 

Age ~ 

34 2 

35 7. 

36 1 

37 1 

38 2 

39 1 

40 1 

41 a 

42 1 

Mean average age of residents during 1981 = 29.6 

Table 3 

ALCOHOL 

~ ~ 

4-3 1 

44- a 

45 a 

4-6 1 

47 7. 

48 a 

49 a 

so 1 

S9 1 

CiROtIPED FREQUENCY DISTRIBUTION OF DRUG Am) ALCOHOL 
ntEA'l'MElrr C~ RES IDENTS 

Number of unadjus1:ed Adjus'1:ed 
Restlonden1:S ~/ Percen'1:aCl'e !?-I Percentaae 

years and yaunqer 2 3 4-

1:0 2S years 20 33 39 

1:0 33 years 12 20 23 

to 41 years lO 17 20 

to 49 years S 9 10 

years and older 7. 3 4 

Missing 9 15 Missing 

a/ 
§:/ 

£/ 

Total 60 100.0 

The raw frequencies associa1:ed \,IJ. 1:..'1 each ·.ralue. 
The t"ela1:ive frequencies \,Ii t.h mJ.ssing ·.ralues included 
in ~'1e oercen1:age. 
The adjusted t"ela1:J.ve frequencies ""i~'l missing ~alues 
excluded from ~'1e percen'1:age base. 

100.00 
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Bivariate_analysis. If your planning group has the 

capability of using a computer, the group may be interested 

in seeing the relationships that exist between some of the 

variables. This is referred to as bivariate analysis. One 

way to do this is by crosstabulation analysis. A crosstabu­

lation shows the interrelationships of two or more vari­

ables. 1I As illustrated in th.e following example, the re-

suI ts of crosstabulation analysis will provide a useful 

graphic display which can be used in making presentations. 

EXAMPLE 

The Lakeside" Corrections/Law 
Enforcement sUbcommittee collected jail 
data on sex offenders (male, female) 
and most recent charge (misdemeanor, 
felony). If the individual was booked 
on multiple charges, the most serious 
charge was recorded. A subcommi ttee 
member was interested in seeing how 
many and what percentage of males were 
booked into jail for committing a 
felony during a one month period. The 
subcommittee chose crosstabulation 
analysis to answer this question. 
Computer analysis generated the follow­
ing data: 
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Tai:lle 4 

LAKESIDE COUNr! JAIL 

MOST RECENT CHARGE 

APRIL, 1981 

MOST RECENT CHARGE 

111 I SDE:MEANOR 

15 

20.3 

88.2 

l7.6 

2 

l8.2 

!I 

g/ 
,..1 
:;.' 

~I 

E::!.ONY 

S9 

79.7 

96.8 

69.'; . 

87...8 

11. S 13.2 

2.4 

l7 
20.0 

10.6 

68 
80.0 

Refers ~o ~~e =aw number 

ROW TOTAL 

74 

87.1 

12.9 

35 
100.0 

Refers ~o ~~e row cerC2n~aqe 
Refers ~o ~~e column percen~age 
Refers to ~~e to~al percen~age 

In this example it can be seen that 
during April, 1981, 59 men or 79.7 per­
cent were booked for commi tting a. 
felony_ 
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Multivariate analysi~. The planning group may also 

wish to conduct more complex multivariate analyses in 

addi tion to generating percentages, means, and crosstabu­

lations. Additional computer analyses should only be 

conducted if there is someone with the expertise to choose 

the appropriate procedure (s) for the type of data col­

lected, understand the meaning of the statistics, and 

interpret and apply the findings produced. 

How do you interpret the data? 

Once the results of the analysis are available, each 

committee should begin to link the findings to the research 

questions previously formulated. The answers to these ques­

tions must take into account the appropriate state laws, 

county ordinances, jail standards, mandated programs goals r 

and the political realities. Each subcommittee should then 

assess this quali tati ve and quanti tati ve information, thus 

enabling the members to evaluate the capabilities and/or 

deficiences relative to their community's criminal justice 

system and related human services. Each subcommittee 

should prepare a written and oral report which will be 

presented to the entire planning group. 

The following example presents some of the research 

questions, data analysis findings, and conclusions drawn by 
, 

the Lakeside County Criminal Justice Planning Group regard-

ing jail overcrowding. 
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EXAMPLE 

Upon completion of a data collec­
tion plan, the Lakeside County planning 
coordinator requested that each subcom­
mittee develop a data analysis plan. 
Table 5 presents a portion of the 
corrections/Law Enforcement subcommi t­
tee's plan. 

After completing a data analysis 
plan, each subcommittee was responsible 
for analyzing and providing an initial 
interpretation of the results. Table 6 
presents some of the findings and 
interpretations from the Corrections/ 
Law Enforcement subcommittee. 
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Table 5 

CORRECTIONS/LAW ENFORCEMENT SUBCOMMITTEE'S DATA ANALYSIS PLAN 

LAKESIDE COUNTY 

ISSUE: IS JAIL OVERCROWDING A PROBLEM IN LAKESIDE COUNTY? 

Research 
Question 

Who is in the 
Lakeside County 
jail? 

Data Elements 

Legal status 

Most recent charge 

Gender 

Age 

Ethnicity 

Education 

Residence 

Employment at time 
of arrest 

Marital status 

Emotional/mental 
health 

Relationships 
to be Examined 

The relationship between: 

• Legal status and most 
recent charge (e.g., 
how many pretrial 
detainees are charged 
with a misdemeanor?) 

• Legal status and employ­
ment (e.g., how many 
inmates held pretrial 
were employed at the 
time they were arrested?) 

• Gender and most recent 
charge (e.g., what 
percentage of males 
were charged with com­
mitting a felony?) 

Analytical 
Techniques 

'Frequency distribu­
tions will be gener­
ated for each data 
element to provide 
a profile of who is 
in the Lakeside 
County jail 

Crosstabulation 
analysis will be 
used to examine the 
relationships between 
certain data elements 

m 
I-' 



Research 
Question 

What is the 
capacity of our 
jail? 

Table 5 (continued) 

Data Elements 

Total capacity 

Total bookings 

Net bookings 

Average daily 
population 

Average detention 
time 

Number of felony and 
misdemeanor inmates 

Number of pretrial 
and sentenced 
inmates 

. 
Relationships 
to be Examined 

The relationships between: 

• number of pretrial 
detainees and average 
detention time (e.g., 
how long is a pre­
trial detainee held 
in jail 7') 

• Average detention 
time and number of 
misdemeanor inmates 
(e.g., what is the 
average length of time 
a misdemeanant spends 
in jail?) 

Total number of bookings 
minus net bookings.1ill 
provide information on 
the number of persons 
processed through the 
jail but not held 

Analytical 
Techniques 

Frequency distribu~ 
tions will be gener­
ated for each data 
element to provide 
a profile of what the 
jail's capacity is 

Crosstabulation 
analysis will be used 
to examine the rela­
tionship between cer- ~ 
tain data elements ~ 

- -- .. ,- .. '. - --. - - .. - - - .. - -
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Table 6 

CORRECTIONS/LAW ENFORCEMENT SUBCOMMITTEE'S DATA ANALYSIS 
FINDINGS AND INTERPRETATIONS 

LAKESIDE COUNTY 

ISSUE: IS JAIL OVERCROWDING A PROBLEM IN YOUR COMMUNITY? 

Research Question 

Who is in the 
Lakeside County 
Jail? 

'. 

Findings 

Ninety-five percent of the indi­
viduals held in jail were male 
and between the 'ages of 18-and 25 
years old (58%). The majority of 
the inmates were non-white (70%) 
and had, at most, a lOth grade edu­
cation (58%). Only 25 percent of 
the individuals had a high school 
diploma or GED. Seventy-five 
percent of the inmates resided 
in Lakeside County and 55 percent 
held a job (either full or part 
time) when they were arrested. 

Pretrial detainees comprised 95 
percent of the jail's population, 
the remaining 5 percent were sen­
tenced offenders convicted of 
committing a misdemeanor offense. 
Eighty percent of the pretrial 
detainees were charged with com­
mitting a felony (50% were property 
crimes; 30% were crimes against 
persons). The remaining 20 percent 
of the pretrial detainees were 
charged with a misdemeanor. Of 
those charged with a misdemeanor, 

Interpretations 

Based on the findings about 
the Lakeside County jail's 
population, education should 
be a priority in jail pro­
gramming decisions: Also, m 
more residents of the county W 

who were employed at the 
time of arrest and were 
charged with a minor offense 
appear to be eligible for 
pretrial release than are 
currently released. 



Research Question 

What is the capacity 
of our jail? 

Table 6 (continued) 

Findings 

the majority were charged with dis­
orderly conduct, drunken driving, 
and petty larceny. Of the total 
jail population, on the average, 50 
percent had a history of emotional 
or psychological problems. 

The jail is designed to hold 100 
individuals; 90 males and 10 
females. During 1981, the average 
daily population was 95, a 17 per­
cent increase since 1977. One 
thousand three hundred sixty-four 
individuals were booked into the 
Lakeside County jail and 764 in­
mates were actually held during 
1981. Inmates were detained in 
jail for an average of 40 days. 
Despite local classification 
standards for the jail, the 
facility has not provided separ­
ate living quarters for inmates 
displaying psychological or emo­
tional problems. The court 
recently ruled that within one 
year jails in the state must pro­
vide separate living facilities 
for inmates displaying psychologi­
calor emotional problems. 

Interpretation 

Although the jail currently 
has a 5 percent vacancy rate, 
it faces an overcrowding 
situation because of the 
recent court ruling regard­
ing placement of inmates 
with psychological problems. 
Alternative placements should 
be considered for those in­
mates who were charged with 
or convicted of lesser 
offenses. 

0"1 
~ 

-- ~ -. -- - - - ~ -~ -. - ~ ~ - --. . . - - . 
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By the conclusion of the analysis phase of the plan­

ning process, your group should be able to address the 

issues previously raised. Strengths and weaknesses in your 

community's service delivery system will have been identi­

fied, as well as points at which linkages between the 

criminal justice system and human service agencies may be 

improved. Areas in which service duplication exists should 

have been noted. In the following chapter, the planning 

group will develop policy statements designed to reduce or 

eliminate the problems identified through this data 

analysis. 
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Summary 

By the end of this step you will have: 

• developed a data analysis plan; 

• determined whether the analysis will 
ducted manually or by computer; and 

• analyzed data and interpreted results. 

be con-
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IDENTIFY ISSUES 
AND GOALS 

• Identify issues 

• Identify goals 

GATHER 
INFORMATION 

• Develop data 
collection plan 

• Identify Information 
needed 

• Develop flowchart 
of criminal justice 
system 

• Determ"ne methods 
of data collection 

• Identify data sources 

STEP 4 

ANALYZE 
INFORMATION 

• Develop data 
analysis plan 

• Determine methods 
of analysis 

• Analyze data 

• Interpret findings 

FORMULATE POLICY 

Policy statements are the framework for decisions 

regarding specific procedures to be undertaken to achieve 

the goals of your plan. statements of policy are made only 

after a careful analysis of alternative approaches for 

reaching a goal can be made and agreement can be reached as 

to the most feasible and acceptable approach. As . these 

statements will be based on the data that you have col­

lected and analyzed in previous planning steps, they will 

provide guidance in designing specific procedures that 

should be appropriate for implementation. 

The working committee must, at this point of the 

planning process, formulate policy statements that govern 

how the components of the criminal justice system and re­

lated human services will be coordinated and also how al-

ternatives to incarceration will be used in the community. 

Any other goals you have developed will also require cor-

responding policy statements. 
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The task of the subcommittees at this point is to 

present information about alternative policies which may be 

adopted to help achieve the goals of the planning process. 

Each subcommittee should work with the data interpretations 

it developed in the previous planning step to develop policy 

statements. The subcommittees will be required to list the 

practical ways they feel should be considered as methods of 

dealing with the problems brought to light in the analysis, 

researching the alternatives to weigh the relative merits of 

each, and formulating recommendations for the entire plan-

ning group. 

There are seven basic steps each subcommittee should 

perform before arriving at its final recommendations. 

1. List al ternati ve policies based on the data 
interpretations. 

2. 

Each subcommittee should identify the policy 
options it considers feasible at this point 
in the policy analysis. Options may be ruled 
out immediately because of the enormous de­
mands for staff or other resources involved, 
or because they violate the community IS 

values in some way, or for a number of other 
reasons. The list should include what appear 
to be viable options. 

Determine criteria for choice. 

Before decisions can be made regarding policy 
recommendations, guidelines for choosing be­
tween options must be developed. For example, 
criteria such as program success, measured 
perhaps in terms of recidivism (for our pur­
poses, rearrest), cost of program options, 
and specific areas of demonstrated demand for 
services may all serve as criteria for choos­
ing between types of al ternati ves . Wi thout 
predetermined criteria, however, recommenda­
tions will be vulnerable to subjectivity. 
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3. 

4. 

5. 

6. 
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Gather data about the options. 

The subcommittees should gather data around 
the agreed upon criteria. The staff assistant 
should be prepared to facilitate this step in 
the subcommittee~' work. 

Compare the options. 

Based upon the predetermined criteria, the 
subcommittees should compare each option, pre­
paring a statement of pros and cons for each. 

Consider deficiencies in the analysis. 

At this point, the subcommittees should note 
al ternati ves that were not pursued and why, 
as well as problems they see in making compar­
isons among the options that were considered. 
For example, if cost data appear to be some­
what questionable, this should be noted. 

Make recommendations. 

After examining the pros and cons of the 
various alternative policy statements and 
probl~ms in the analysis of their merits, 
the subcommittees should choose the policy 
statements they wish to recommend. 

7. Prepare a recommendations report. 

A report summarizing the criteria used, data 
gathered, analysis of that data, deficiencies 
in the analysis, and final recommendations 
should be prepared to submit to the entire 
planning group. In the event that consensus 
could not be reached about a particular is­
sue in a subcommittee, the policy statements 
under consideration should be reported, with 
reasons for the indecision presented. 

Upon completion in each of the subcommittees of the 

step, the entire planning group, both advisory and 

working committees, should convene to hear the subcommi t-

tees I presentations of their reports. A vote should be 

taken on the recommendations made and final policy state-

ments adopted. The process, as a whole, can be long and 
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arduous. Be prepared for length.y discussions and debates 

before the ultimate adoption of policy. 

In the example which follows, several policy statements 

developed by the Lakeside Planning Group are discussed. 

EXAMPLE 

Following the analysis of their 
data, the Lakeside Planning Group 
determined which issues were most 
pressing in their communi ty. The 
following table indicates how the 
Corrections/Law Enforcement subcom­
mittee interpreted some of their 
analysis findings and used them to 
formulate policy statements about jail 
overcrowding in their community. 
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Table 7 

POLICY STATEMENTS DEVELOPED TO ADDRESS THE ISSUE 
OF JAIL OVERCROWDING IN LAKESIDE COUNTY 

Interpretation of Data 

Based on the findings about 
the Lakeside County jail's 
population, education should 
be a priority in jail pro­
gramming decisions. Also, 
more residents of the County 
who were employed at the 
time of arrest and were 
charged with a minor offense 
appear to be eligible for 
pretrial release than are 
currently released. 

Although the jail currently 
has a 5 percent vacancy rater 
it faces an overcrowding 
situation because of the re­
cent court ruling regarding 
placement of inmates with 
psychological problems. Al­
ternative placements should 
be considered for those in­
mates who were charged with 
or convicted of lesser 
offenses. 

Policy Statement~ 

Emphasis should be placed 
on education in jail pro­
gramming. 

The use of pretrial release 
will be encouraged for County 
residents employed at the 
time of arrest and charged 
with a minor offense. 

Every effort will be made to 
maintain the jail's popula­
tion within the designed 
capacity; construction of 
additional incarceration 
space will be a last re­
sort. 
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The policy statements presented in the example above 

reflect the goals of the Lakeside county Criminal Justice 

Planning Group and are based on interpretations of the data 

they collected. 

Once you have formulated your policy, examine your 

goals again to determine whether the statements do, in 

fact, reflect the intent of the goals. If you discover that 

the statements you have written do not reflect your goals, 

you should review your policy statements and make necessary 

modifications. 

Policy statements, once again, are broad statements 

of intent. In order to translate policy into practice, 

procedures must be designed to layout a concrete plan for 

implementation. The following chapter discusses the rela­

tionship between policy statements and procedures. 
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Summary 

By the end of this step you will have: 

• developed policy statements regarding the 
issues about which data were collected and 
analyzed; and 

• reviewed your goals to determine whether or 
not your policy statements will help achieve 
them. 
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IDENTIFY ISSUES 
AND GOALS 

GATHER 
INFORMATION 

ANALYZE 
INFORMATION 

FORMULATE 
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• Identify issues • Develop data 
collection plan 

• Develop data • Develop policy • Develop procedures 

~ • Develop an action 
plan 

• Identify goals 
~ • Identify inform'ltion 

needed 

• Develop flowchart 
of criminal justice 
system 

• Determine methods 
of data collection 

• Identify data sources 

analysis plan statements 

~ t!l Determine methods ~ 
of analysis 

• Analyze data 

• I nterpret findings 

STEP 5 

DEVELOP AN ACTION PLAN 

Once the planning g~oup has determined its goals, 

analyzed and interpreted relevant data, and written policy 

statements regarding the issues confronting their community, 

it is ready to translate these policies into practice. A 

well written plan of action will provide you with step-bY-

step procedures for implementing your policies. To the 

extent that your policy statements are a reflection of your 

goals, the successful implementation of your plan will lead 

to the achievement of your goals. 

How do you translate policy into action? 

An action plan consists of a series of specific proce-

dures designed to implement you.r policy statements. The 

amount of time it will take to carry out these procedures 

should also be determined and included in the action plan. 

Developing procedures may appear to be a tedious task, but 

it will prove to be crucial in the implementation of the 

planning project. 
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In an effort to facilitate the process of translating 

policy into procedures, the working committee may consider 

the following steps: 

1. Once the final policy statements have been 
adopted, the subcommittees should take their 
respective policies and translate them in 
procedures. 

2. Each subcommi ttee should list potential 
procedures for its policy statements, in­
cluding possible resources for implementa­
tion, barriers to. adoption of the plan, and 
strategies to overcome these barriers. The 
recommended procedures and time frame for 
their implementation should be included. 

3. After each subcommittee has completed this 
process, the entire planning group should 
reconvene to discuss the procedures and make 
the necessary modifications. 

There are a number of procedures which may be developed 

to address a particular policy statement. In selecting the 

most desirable procedures to imp.lement a policy statement, 

working committee members should consider the following: 

• degree to which procedures help implement 
the policy statement; 

• extent to which procedures are philosophic­
ally compatible with the goals; 

• costs associated with implementation of the 
procedure; 

• amount of time required to implement the 
procedure; and 

• feasibility of implementing the procedure 
given potential resistance. 

The example which follows presents three procedures 

intended to implement a policy statement developed by the 
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Corrections/Law Enforcement subcommittee. Resources avail-

able for implementation, barriers to implementation, and 

strategies to overcome these barriers are identified for 

each procedure. Finally, the entire planning group chose 

the procedures believed to contribute the most toward 

achievement of the goals and established the time frame for 

implementation. 

EXAMPLE 

The Lakeside County working com­
mi ttee again broke into subcommittees 
to develop procedures for the policy 
statements previously written. For 
each procedure, the subcommittees iden­
tified resources available for imple­
mentation, potential barriers, and 
strategies to overcome these barriers. 
Table 8 presents several procedures 
developed by the Corrections/Law 
Enforcement subconuni ttee and the 
procedures recommended for adoption. 



- -

POLICY STATEMENT 

Every effort will 
be made to main­
tain the jail's 
population \·Tithin 
the designed 
capacity; con­
struction of addi­
tional incarcera­
tion space will 
be a last resort. 

Table 8 

CORRECTIONS/LAW ENFORCEMENT SUBCO!l1NI T'rEE 's 
PROCEDURE DEVELOPMENT PROCESS 

PROPOSED PROCEDURES 

The Lakeside County 
Sheriff's Department 
will use citation 
release for cases 
involving traffic 
violations, petty 
larceny, shoplifting, 
and disorderly con­
duct. Exceptions to 
citation release are 
hit and run, man­
slaughter, and 
drunken driving 
violations. 

LAKESIDE COUNTY 

RESOURCES 
AVAILABLE 

Sheriff 
and Patrol 
Division 
Lieutenant 

State and 
federal 
crime in­
formation 
records 

BARRIERS 

Patrol 
officers 

community 

Two 
County 
Council 
members 

STRATEGIES TO 
OVERCOME BARRIERS 

Disseminate 
information about 
potential legal 
and social rami­
fications of jail 
overcroHding 

Form a network of 
advocates to help 
disseminate the 
information and 
build support 

If relatively 
small changes in 
t.he procedure 
will insure 
greater support, 
the group should 
consider compro­
mise. 

- - - - - - - - - - - -

RECOMMEN­
DATION 

The procedure 
was recommended 
for adoption. 

The Lakeside 
County Sher­
iff's Depart­
ment Hill use 
citation 
release for 
cases involv­
ing traffic 
violations, 
petty larceny, 
shoplifting, 
and disorderly 
conduct. Ex­
ceptions to 
citation re­
lease are hit 
and run, man­
slaughter, 
and drunken 
driving viola­
tions. 

TIME 
FRANE 

Implemented 
Hithin 6 
months. 
The pro­
cedure 
will be 
monitored 
and 
changes 
made as 
necessary. 

- - - -

-..-J 
00 

-
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POLICY STATEMENT 

- - - - - ... - - - -
Table B (Continued) 

CORRECTIONS/LAW ENFORCEMENT SUBCOMMITTEE'S 
PROCEDURE DEVELOPMENT PROCESS 

PROPOSED PROCEDURES 

Upon reaching 95 
percent of the jail's 
capacity, the jail 
administrator should 
notify the court, 
law enforcement, 
and county council. 
If within 15 days 
the population has 
not declined, the 
records of sentenced 
persons will be re­
vie\~ed. Those per­
sons who are first 
or second offenders 
convicted of a mis­
demeanor and who 
are within 30 days 
of completion of 
their sentence, 
will be released. 

LAKESIDE COUNTY 

RESOURCES 
AVAILABLE 

Jail staff 
to review 
records and 
process 
inmates 
leaving the 
system. 

BARRIERS 

Lack of 
post­
confine­
ment 
alterna­
tives 

JUdiciary 

Community 

STRATEGIES TO 
OVERCOME BARRIERS 

Disseminate infor­
mation about 
potential legal 
and social ramifi­
cations of jail 
overcrowding 

Form a network of 
advocates to help 
disseminate the 
information and 
build support 

If relatively 
small changes in 
the procedure will 
insure greater 
support, the 
group should con­
sider compromise. 

Locate funding for 
post confinement 
alternatives 

- - - -

RECOMNEN-. 
DATION 

Given t.he 
amount of 
probable 
opposition to 
a reduction 
in sentence 
and the small 
degree to 
which such a 
procedure 
would affect 
the overall 
jail popula­
tion, this 
procedure ... !as 
not recommended 
for adoption. 

TIME 
FRAME 

-

-..I 
\.0 



POLICY STATEMENT 

- - - -

PROPOSED PROCEDURES 

Persons charged 
with offenses 
requiring bail 
under $1,000 
will be required 
to post a 10 
percent cash 
deposit. 

- - -

Table 8 (Continued) 

CORRECTIONS/LAW ENFORCEMENT SUBCOMMITTEE'S 
PROCEDURE DEVELOPMENT PROCESS 

-

RESOURCES 
AVAILABLE 

Court 
clerks 

-

LAKES IDE COUNTY 

BARRIERS 

Judiciary 

Prosecu­
tors 

Community 

- -

STRATEGIES TO 
OVERCOME BARRIERS 

Disseminate infor­
mation about po­
tential legal and 
social ramifica­
tions of jail 
overcrOWding and 
failure to appear 
rates 

Form a network of 
advocates to help 
disseminate the 
information and 
build support 

If changes in the 
eligibili ty re­
quirements will 
insure greater 
support, the group 
should consider 
compromise. 

- - -

RECOMr1EN­
DATION 

This proced­
ure was rec­
ommended for 
adoption. 

Persons 
charged with 
offenses re­
quiring bail 
under $1,000 
will be re­
quired to 
post a 10 
percent cash 
deposit. 

- -

TIME 
FRAME 

Implemented 
within 3 
months. 
The pro­
cedure 
will be 
monitored 
and 
changes 
made as 
necessary. 

- -

OJ 
o 

-
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Despite the care taken to translate policy into 

procedures, actual implementation of a plan of action is 

likely to encounter some resistance. This resistance may 

come in many forms, such as the Department of Social Serv-

ices Mental Health Program's refusal to accept violent 

offenders or taxpayers' disenchantment with paying for a 

new group home. A typical example of political resistance 

is illustrated by the situation where a council member, 

when presented with data substantiating a particular posi-

tion, faces the dilemma of answering to a constituency who 

has previously expressed opposition to this position. As 

planning group members with data to support your position; 

you must be willing to address the various constituencies 

directly. This may require a planning group member's 

attendance at council meetings and/or being placed on the 

council meeting's agenda. 

How can the community's views be heard? 

To make the transition from written procedures to 

their implementation, the communi'ty-at-Iarge must be pro­

vided opportunities to express its reaction to the proposed 

procedures. possible forums for this exchange include: 

• 

• 

• 

public meetings to discuss the planning 
group's proposal; 

opening planning group meetings regularly to 
the public; and 

individual and/or collective meetings-­
agencies that will be directly affected by 
the implementation of the policies should be 
provided the chance to' meet with planning 
group representatives. 
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Comments made during these discussions should be 

recorded and incorporated, whenever possible, into the 

planning group's recommended policies and procedures. News­

paper and other media coverage will also help keep the pub­

lic advised of the planning group's activities. 

After the policies and procedures have been finalized 

and incorporated into a written plan of action, the plan­

ning coordinator should present the action plan to the 

appointing authority. The action plan should include the 

data analysis methodology and findings, and recommended 

policies and procedures. 

Al though the actual evaluation of your action plan 

will not occur for some time, the working committee must 

immediately begin to identify what should be evaluated, 

data which are needed, and so forth. The chapter which 

follows discusses the evaluation process and the importance 

of monitoring the progress of your plan. 
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Summary 

By the end of this step you will have: 

• written procedures; 

• 

• 

• 

identified available resources, barriers, 
strategies to overcome these barriers, and 
a time frame for implementing the recommended 
procedures; 

solicited community feedback regarding the 
proposed procedures; and 

presented an action plan to the appointing 
authority. 
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The planning process requires feedback to make it 

effective. without feedback, it is difficult to gauge 

whether the intended results of the plan are, in fact, being 

achieved. There are two methods for obtaining this feed­

Monitoring is an ongoing activity designed to track back. 

the progress of the plan's activities. It provides informa-

tion, collected at regular intervals, regarding whether or 

not activities are being performed according to schedule and 

what modifications in the plan are necessary to accomplish 

the goals.§.1 

The second method, evaluation, is an assessment of~the 

impact of implementation of the plan. It focuses on the 

outcomes of the various implementation acti vi ties or the 

quality of the performance of those activities. The data 

that are analyzed in an evaluation are cumulative and, 

therefore, provide a measure of the overall results of 

implementation.~1 
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Monitoring 

Moni torin.g provides a means for comparing how far you 

have progressed at a given point with how far you had 

planned to progress. A schedule of monitoring acti vi ties 

should be built into your action plan. At predefined inter­

vals, a report on the progress of the implementation activi­

ties should be written. Some of the questions you may want 

to address in the report are: 

1. What acti vi ties were scheduled to occur dur­
ing this period? What activities actually 
occurred? 

2. 

3. 

4. 

What did the acti vi ties that were performed 
accomplish toward achieving the goals set for 
the plan? How can their accomplishment be 
measured? 

For those activities that were not performed, 
what prevented them from occurring? What is 
being done to resolve the problem(s)? 

Are the resources allocated for implementa­
tion adequate up to this point? If not, what 
is needed? Is there a surplus at this point? 
If so, can it be reallocated to be used more 
effectively? 

5. Are there any modifications to the plan that 
seem necessary in light of the answers to 
the above questions? 

By answering these questions on a regular basis lit 

becomes easier to main'ta.in control over the implementation 

of your plan. In the event that questions arise regarding 

the plan's acti vi ties I you will have written documentation 

available about what has occurred for anyone who wishes to 

review it. 
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Evaluation 

The purpose of evaluation is to measure the results 

of your action plan against the goals you set out to accomp­

lish. !.Q/ There are a number of types of evaluations that 

may be undertaken, but those most relevant to the concerns 

of this planning process focus on impact assessment and ef-

ficiency of utilization of resources. Some of the basic 

questions you will want to answer in your evaluation are: 

1. 

2. 

3. 

4. 

I s the plan. effective in achieving its in­
tended goals? 

Can the results of the implementation of the 
plan be explained by some alternative process 
that does not include the plan's activities? 

Is the implementation process having some 
effects that were not intended? 

What are the costs involved in implementation 
of the plan? 

5. Does the plan make efficient use of resources 
compared with an alternative use of resources? 

What is the evaluation process? 

To determine whether or not your action plan had an 

impact on your criminal justice system and related human 

services, it will be necessary to have representatives from 

both criminal justice and human services help design the 

evaluation and determine the information that must be col-

lected. In large part, the evaluation will be dependent 

upon the updating of data initially collected in the plan-

ning process. Such data are referred to as baseline data. 
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The evaluation process is basically composed of the 

following steps: 

1. Determine what should be evaluated. This 
step entails first formulating the questions 
that need to be asked (e. g., Are programs R 
and S having an impact on the way alterna­
ti ves to incarceration are used? What com­
ponents of the system are having more suc­
cess in acl1.ieving the goals? How well is 
the program achieving results X and Y with 
groups A and B? Is program E doing better 
than program F in reaching their common 
goals?) It is important that your working 
committee clearly identify the conditions 
that were assumed to exist, the acti vi ties 
intended to occur, and their anticipated out­
comes. A well delineated evaluation frame­
work is essential for assessing the impact 
your action plan has on your goals. 

2. 

3. 

Develop measures of the impact of the plan. 
Goals must be clear, specific, and above all, 
measurable. Once the goals have been iden­
tified, some criteria for their successful 
attainment must be established. If your 
goal is to "maximize the coordination and co­
operation among criminal justice system and 
related human service agencies", your working 
commi ttee must develop indicators to measure 
improved coordination and cooperation. This 
may mean, for example, increasing the per­
centage of referrals from criminal justice 
agency M to human service agency P from the 
present 14 percent per year to 30 percent 
per year. Improved coordination and coop­
eration could also be defined as a 25 percent 
increase in the number of times in a one 
month period that the Director of Admissions 
for a Mental Health Program talks, either in 
person or by telephone, to the Jail Adminis­
trator. Measures adopted by your planning 
group must be reliable and valid.111 

Examine other factors that may impact whether 
or not the goals were achieved. External fac­
tors which are beyond the control of your 
plan must be taken into account. unantici­
pated events such as changes in legislation, 
the availability of funds from particular 
sources I or changes in the demographics of 
the community may alter the impact of your 
plan. 
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4. Collect the data you will need to measure 
impact. Once the measures of impact have been 
developed, you will need to collect the 
necessary data to measure the effects your 
plan has had on achieving your goals. Base­
line data will be compared with data collected 
during the evaluation. This comparison may be 
supplemented with data necessary to more fully 
answer the evaluation questions. 

5. compare observed impact with intended impact. 
In this step, discrepancies that surfaced when 
comparing the expected results with those 
indicated in the data are revealed. 

After completing the above steps, the resulting infor-

mati on and its interpretations must be translated into 

recommendations. These recommendations should be used to 

refine or modify your action plan. Necessary changes should 

then be made and, eventually, the evaluation process should 

be repeated. Evaluation findings should be fed back into 

the planning process to improve the effectiveness of the 

plan. 

EXAMPLE 

The Lakeside Criminal Justice 
Planning Group has completed developing 
their action plan and is ready to begin 
to implement it. Prior to implementa­
tion, the working committee decided it 
must consider how the plan would be 
evaluated. The table on the following 
page illustrates how the committee 
began to develop their evaluation 
framework. 
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Goal 

To mdximize 
coordination and 
cooperation among 
criminal justice 
and human service 
agencies 

Table 9 

Lakeside Criminal Justice 
Planning Group 

Evaluation Framework-Y 

Anticipated 
Result 

Increased appropriateness 
of referrals from criminal 
justice agencies to human 
service agencies 

How will this 
Resul t be f>leasured? 

Number of referrals 
deemed appropriate 
by agency personnel 

Number of referrals then 
referred elsewhere 

Increased information Interagency meet1.ngs 
sharing between - frequency 
agencies - attendance 

Increased knowledge 
by criminal justice 
and hwnan service 
personnel of services 
offered in their 
community 

Telephone contact 
- frequency 

written communication 
- frequency 

Number of training 
sessions dealing 
with community 
services 

Number of times 
a representative 
from one agency 
makes a presentation 
to another agency 

Data Needed to 
Document the Change 

Survey of agency 
personnel 

Intake records 

Survey of agency 
personnel 

Minutes from meetings 

Telephone logs 

Correspondence files 

Survey of agency 
personnel 

Training manuals 

~/ The Lakeside Criminal Justic Planning Group's working committee completed this chart for all of its goals. 

- - - -, - - -' .- - - - - - - - -

1.0 
o 
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Was the evaluation process effective? 

An assessment of the evaluation process should be made 

to determine if the information collected in the evaluation 

was appropriate and sufficient to describe the impact of the 

plan. The measures used also should be examined to deter­

mine their reliability and validity in retrospect. Several 

considerations to make in assessing your evaluation process 

follow: 

1. COMPLETENESS-
Did the evaluation address all the evaluation 
questions? 

2. EFFICIENCY-
Did the evaluation take the least expensive 
and intrusive approach? 

3. FOCUS-

4. 

5. 

6. 

Did the evaluation yield more information 
than was needed? 

UTILITY -
will the findings of the evaluation result 
in significant plan improvement? 

MEASUREMENT -
Were the evaluation measures appropriate and 
valid? 

DISSEMINATION -
will the results 
available to all 
profit from them? 

of the evaluation be made 
decision makers that could 

The above information will be helpful in designing 

future evaluations and in gauging the validity of the 

resul ts of the current evaluation. These guidelines will 

assist you in focusing your efforts and obtaining the maxi-

mum amount of useful information from your evaluation. 
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Summary 

By the end of this step you will have: 

• developed an outline for writing a progress 
report and established a schedule for moni­
toring your action plan; and 

• developed an evaluation framework to guide 
you in assesssing the impact your action plan 
has on the achievement of your goals. 
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CASE EXAMPLE 

The case example which follows presents a hypothetical 

County, Lakeside, and its situation regarding use of and 

demand for criminal justice and related human services. 

While the example is hypothetical, the demographic character­

istics and number and type's of human and criminal justice 

services are based on those of a midwestern county about 

which data were collected. 

In the narrative which follows, the Lakeside planning 

group is created and begins to work on the project of explor­

ing the use of alternatives to incarceration and improving 

coordination and cooperation between criminal justice and 

human service agencies. 

The planning process: 

step 1: Identify issues and goals; 

step 2: Gather information; 

step 3: Analyze information; 

step 4: Formulate policy; 

93 
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step 5: Develop an action plan; and 

step 6: Monitor and evaluate 

outlined in this workbook was utilized by the planning 

group. The case example leaves the planning group at the 

point of implementation of its action plan, with evaluation 

to follow two years later. 

Naturally, the case example cannot hope to reflect your 

county's specific situation but many elements remain simi­

lar from county to county. Whether or not the Lakeside 

County is representative of your particular circumstances, 

it is always helpful to illustrate how a county could re­

spond to its problems. Thus, your planning group can use 

Lakeside County as a reference point when addressing your 

county's needs. 

Background 

Lakeside County is primarily a suburban/urban county 

with two large cities within its boundaries. Its 461 

square miles are populated with 261,617 persons, 85 percent 

of whom are white and 15 percent of whom are nonwhite. The 

average per capita income for those persons is $7,705, 

typically earned through the electronics, plastics, insur­

ance, and auto manufacturing industries. The County's 

government is headed by one County Administrator and a five 

person County council. 

Lakeside County has experienced a 15 percent increase 

in its population in the past decade and anticipates roughly 
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a 12 percent increase in the coming decade. The jail's 

population over the past 5 years reflects a 17 percent in­

crease and, because of the 45 percent increase in the number 

of persons arrested for breaking and entering and 20 percent 

increase in the number of armed robbery arrests during that 

period, it is expected that the jail population will con­

tinue to rise. The jail, whose capacity is 100 beds, is cur­

rently operating at the maximum advisable capacity, housing 

95 persons and leaving the optimal 5 percent vacancy rate. 

The state in which Lakeside County is located is exper­

iencing an alarming overcrowding problem in its state 

prisons. Many counties are housing state prisoners in their 

jails, and Lakeside County has been contacted to do the 

same. The jail administrator has warned the County Council 

about the overcrowding situations and corresponding litiga­

tion experienced in neighboring counties which have accepted 

the state prisoners in exchange for the high per diem rates 

paid for their keep. The state situation has continued to 

worsen, however, and the County Council has decided that an 

exploration of alternative means of handling persons passing 

through the jail should be undertaken. The County has no 

existing post confinement alternatives, such as halfway 

houses and work release, to help reduce some of the jail's 

burden. Therefore, those al ternati ves will be especially 

considered for their possible incorporation into the scheme 

of services offered to persons passing through the criminal 

justice system. 
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Establish the Planning Group 

The County Council has decided that the most effective 

way of managing the study is to establish a task force. Un-

certain as to who should be included in the task force, the 

County Council secured funds to hire a planning coordinator 

and staff assistant. After interviewing several indivi-

duals, a full time planning coordinator was hired. This 

individual had prior planning experience and had served as 

a chairperson on several cOi'fu"lluni ty proj ects. The County 

council informed the planning coordinator that the two 

primary goals of the planning process were: 

1. 

2 . 

To explore the appropriate use of alternatives 
to incarceration. 

To maximize coordination and cooperation among 
criminal justice and human service agencies. 

A plan to meet these goals was to be developed within nine 

months. 

Once hired, the planning coordinator immediately hired 

a full time staff assistant who would work with her and the 

planning group members. Together, the planning coordinator 

and staff assistant began to identify key individuals in 

Lakeside County who they felt should be invited to partici­
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pate in an advisory capacity on the planning group. These I 
indi viduals would form ·the advisory conuni t.t.ee for the plan-

ning effort. 

In contacting potential advisory committee members, 

the planning coordinator attempted to obtain representation 

from all agencies ihvolved with the delivery of human and 
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services. Obtaining representation from 

difficul t, but an influential District 

Court judge agreed to participate as regularly as his sche­

dule would allow. The County Finance Director also agreed 

to take part in the planning group's activities. The Chief 

of Police and the Sheriff expressed an interest in the 

endeavor, since the increasing numbers of certain crimes 

had stimulated a great deal of criticism from the County's 

residents. Many residents had expressed the feeling that 

nothing was being done to handle the growing crime rate. 

The Prosecutor, Public Defender, and Jail Administrator 

also agreed to join the advisory committee, having similar 

feelings because of the parallel increase in caseloads they 

were experiencing. 

The administrators of the Citizen Dispute and Pretrial 

Release Programs, and the Restitution Program's Project 

Director contacted the planning coordinator themselves be­

fore she had the opportunity to contact them, eager both to 

attack the problem and increase the credibility of their 

programs. They felt that many police and court personnel 

tended to discredit these programs, not because of a poor 

track record but because of an underlying distrust for non­

traditional means of handling accused and convicted persons. 

The Directors of Probation and Parole also responded favor­

ably when contacted regarding the project. 

The Director of Social Services was wary upon being 

contacted of the political implications of her participation 
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in such a group. Her position was a difficult one since, 

while certain human service programs relied upon criminal 

justice client referrals for their existence, others were 

overcrowded with general County population clients and yet 

were constantly being challenged by the County Council for 

being uncooperative with the criminal justice agencies. 

Because of these concerns I however, she was convinced to 

participate after she had arranged for the four directors 

of the Drug and Alcohol Treatment Centers to be available 

if she needed additional support. Directors of private 

human service programs were also contacted. 

Representatives from the County Crime Prevention Watch 

and Jail Moratorium groups responded to the article the 

planning coordinator had placed in the local newspaper to 

publicize the task force's activities to citizen groups. A 

representative from the NAACP also responded, being particu­

larly concerned about the overrepresentation of minorities 

in the jail. 

After feeling reasonably satisfied that the necessary 

decision makers were represented in the advisory committee, 

the planning coordinator scheduled a meeting at the County 

library, a location central to all participants. Concerned 

about the large size of the group and wide variety of inter­

ests represented, she carefully planned an agenda to help 

move the meeting along. 

When the advisory committee met, the planning coordina­

tor immediately became aware of many differences in values 
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and opinions, and of some distrust among some of the advi­

sory committee members. She was able, however, to present 

some background on the planning process and discuss the 

missions and goals of the group. She explained that the 

planning group would be comprised of two committees the 

ADVISORY COMMITTEE in which they would participate, and a 

WORKING COMMITTEE. She asked each advisory committee 

member to appoint a representative from his/her agency to 

serve on the working committee. The appointee would have 

to be available to serve on subcommittees and attend all 

meetings. There would be several j oint meetings with the 

working and advisory committees. The planning coordinator 

explained that after both committees settled some prelimin-

ary matters, 

each planning 

j oint meetings would be held at the end of 

step. The advisory committee meeting was 

adjourned, with each member given the task of submitting an 

appointee's name to the planning coordinator wi thin one 

week. 

At the end of the week, the planning coordinator and 

staff assistant were able to contact the working committee 

appointees and call a meeting for the beginning of the fol­

lowing week. The working committee was provided with a re­

iteration of the planning coordinator's presentation to the 

advisory committee regarding the planning group's mission 

and the planning process to be followed. 

The planning coordinator posed the following questions 

to the working committee members for their consideration. 
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4. 

5. 

6. 
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What expectations does the County Council 
have? 

To accomplish our mission, what types of in­
formation should we collect? 

Should any other agencies or individuals in 
the community be involved in the planning 
process? 

How long vJi11 the planning process take to 
complete? 

Will assistance be necessary 
consultants, student interns, 
teers? 

from special 
and/or volun-

What will be done with the recommendations of 
the planning group? 

I 
I 
I 
I 
I 
I 
I 

The working committee determined that the county I 
Council expected them to assess the current delivery of 

I criminal justice and related human services in their com­

muni ty and develop a plan to improve their deli very. The I 
planning coordinator also pointed out that the Council 

expected to be kept abreast of the planning group's activi­

ties and be provided with progress reports periodically, 

along with any other maj or products the group developed. 

The working committee identified several maj or areas 

for data collection. They included police, court, and cor­

rections data, as well as County budget and human service 

program data. It became evident that they needed to know 
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I what criminal justice and human service programs currently 

existed, their capacities and types of services offered. I 
The information, once collected, would be used to identify 

gaps in services, overlap and/or surplus of services, if I 
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such existed, and what persons might benefit from placement 

into alternative programs. 

Working committee members generally felt that the 

planning coordinator had done an excellent job of obtaining 

the necessary representation in the working and advisory 

committees. Concern was expressed, however, that the public 

be kept advised of the entire planning group's acti vi ties 

through media coverage and open meetings. To ensure citizen 

participation, it was agreed 'that, at a minimum, several 

joint meetings between advisory and working committees 

would be announced to the public and opened for their 

attendance. 

After being reminded t~at the County Council had pre­

viously specified that a plan be developed wi thin a nine 

month period, the committee agreed on a twenty-one month 

implementation period followed by a six month evaluation 

period. After outlinin~ the steps of the planning process, 

the group came up with the timeline for their acti vi ties 

with appears on the following page. 



PLANNING ACTIVITIES 

Identify GOdls anu Issues 

Gathe.- Iniunndtion 

Analyz .. Into.-matinn 

Fun"ul .. t" Policy 

Ot!vdop an Action PI"n 

IlIIplt!lIIt!nlation 

Milnitor" 
,IIUJ 

I:vah.dt .. 

- - - - - -

MONTIIS 

Figure 2: TIMELINE FOR PLANNING ACTIVITIES 

- - - - - - -

10 - 30 31 - 36 

- - - - - -
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The working conuni ttee thought that the best method 

for identifying financial and human resources was for each 

member to explore the availability of co-workers to help 

wi th specific tasks and the possibility of obtaining fund-

ing for consultants and materials from their own agencies 

or organizations. Members were asked to report their find­

ings to the working committee by the following meeting. In 

general, the working committee ~as not optimistic about the 

availabili ty of additional resources and hoped that they 

would not be required. I f needed, the community college 

located in Lakeside County would serve as a good source for 

recrui ting student interns and possible consultants. The 

Jail Moratorium representative also stated that some of the 

members of her group might be willing to volunteer their 

time if additional help was needed. 

In the discussion of the last question, "What will be 

done with the recommendations of the planning group?", the 

working committee expressed concern regarding whether or 

not its recommendations would actually be implemented. The . 
planning coordinator reminded them that because the plan-

ning group had been convened by the County Council, they 

were assured of the Council's interest in their plan. How­

ever, it would be important to keep Council members advised 

of the group's acti vi ties. Upon approval by the County 

Council, the planning group I s final report would be dis­

seminated to all directors of agencies affected by the 

recommendations. 
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After answering the questions posed by the planning 

coordinator, the working committee agreed to end its meet-

I 
I 
I 

ing. Eager to get started with the planning process, they 

arranged to meet the next week at the library. The plan- I 
ning coordinator organized her notes from the meeting and 

began to finalize the agenda for the following week. 

The working committee reconvened at the scheduled 

time. The planning coordinator explained that, to facili­

tate the committee's activities, she and the staff assis-

tant had devised a way to divide the working committee into 

subcommittees. The subcommittees were divided along lines 

intended to make the data collection and analysis tasks more 

manageable. Four subcommittees were formed: 

1. County Government 

2 . 

This subcommittee included one representative 
from each of the following: 

• County Manager/Administrator's Office 

• County Commissioner's Office 

• County Planning Department 

• County Finance Department 

• Citizen's Group/Interested citizen 

Corrections/Law Enforcement 

This subcommittee included one representative 
from: 

• County Jail 

• County Corrections Program 

• Private Corrections Program 

• Probation Department 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 



I 
I 
I 
I' 
I' 
I 
I 
I 
I 
I 
I 
I 
I 
I: 
I 
i 
I 
I 
I 

105 

• Parole department 

• Sheriff's Department 

• Police Department 

• citizen's Group/Interested Citizen 

3. Courts 

This subcommittee included one representative 
from: 

• Judiciary 

• County Attorney's Office 

• Public Defender's Office 

• citizen's Group/Interested citizen 

4. Human Services 

This subcommittee included two representatives 
from: 

• Public Human Service Agencies 

• Private Human Service Agepcies 

• citizen's Group/Interested Citizen 

Identify Issues and Goals 

After subcommittee assignrhents were completed, the 

planning coordinator explained that, at least until the com­

mittee was ready to begin collecting data, the working com­

mittee would continue to meet as a whole. Their first task, 

which they would begin during this meeting, was to identify 

key issues related to the County's criminal justice and 

human service agencies. The planning coordinator instructed 

them to break into their subcommittees to begin the discus-

sion. The subcommittees held several meetings to discuss 

.-.::: ,-: 
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important issues related to the delivery of services in 

their County. When the subcommittees had generated lists 

of pertinent issues, the working committee as a whole met 

and launched into a discussion of the issues it saw were 

related to exploration of alternatives to incarceration and 

improvement of the coordination of criminal justice and 

human services. 

The identification of important issues in the county 

required several meetings and a great deal of discussion. 

The working committee identified many issues that were 

problematic in their community. After listing and setting 

priori ties among the issues, there appeared to be fi ve 

basic issues that everyone agreed on as requiring attention 

in the planning effort. The issues were phrased in the 

form of the following questions regarding Lakeside County: 

1. Is jail overcrowding a problem? 

2. Is widening the net of social control a 
problem? 

3. Does the range of al ternati ve services match 
the underlying need for services in the 
County? 

4. What will it cost to continue to provide the 
present level of services? 

5. Are criminal justice and human service staff 
familiar with the operations of related serv­
ices provided within the County? 

In identifying important issues, a number of things 

became apparent about Lakeside County. In discussing jail 

overcrowding, for example, it was obvious that various com-

mittee members held differing opinions on the definition of 
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overcrowding. The Jail Moratorium group representative 

felt that, while the jail was not overcrowded at the moment, 

overcrowding in the state prisons, coupled with the 

County's proj ected population growth, were threatening to 

create a severe overcrowding problem in the j ail. The 

Sheriff's representative, however, felt that everyone in 

jail was there for a reason, and that there were many more 

people who should be in jail who were not. Why, he asked, 

should anyone concern himself with these individual's com­

fort. The real problem was in apprehending and then finding 

space for all of the people who should be in j ail. I f that 

involved building another j ail, then that was what should 

be done, but all of the concern committee members were 

expressing about living conditions in the jail was silly. 

What were they there for, he asked. The consensus of the 

commi ttee was that they should act on the premise that 

Lakeside County j ail did have an impending overcrowding 

problem. 

It became apparent in discussing the widening of the 

net of social control issue, that the alternative programs 

that existed, particularly restitution and the Drug and 

Alcohol Treatment Centers, had been severely criticized for 

contributing to the increase in the load on the criminal 

justice system. Rather than serving as more effective 

placements than incarceration, it was thought that they 

were not handling persons who would have gone to j ail had 

the programs not existed. These programs may have been 
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handling persons who never would have come into the system 

anyway or at most would have been placed on probation. 

Related to widening the net was the question of 

whether or not the range of alternatives available matched 

the underlying need for services in Lakeside County. The 

County Prosecutor's Office maintained that services such 

as alcohol and drug use counseling should be consolidated, 

since there were so many similar programs that all were not 

being fully used. Furthermore, quality control was diffi­

cult if not impossible. The Treatment Alternatives to 

street Crime (TASC) Program's Assistant Director inter­

jected at this point that, in reality, most of the pr0grams 

that existed were necessary, however, better coordination 

was needed to cut down the number of inappropriate referrals. 

The County Planning Department representative then 

brought up the issue of the cost of maintaining the current 

number and level of program services, including the jail. 

First, he stated, he had recently been talking with an archi­

tect about the cost of building a new jail and, given the 

type of structure various County officials had been discuss­

ing, the cost per bed would probably be close to fifty thou-

sand dollars, and that was without taking into account 

operations costs thereafter. After hearing that, he said, 

he had taken a preliminary look at the County budget to get 

an idea of how much it cost annually to support the current 

jail and all criminal justice and related human service pro­

grams. It looked as though the County was going to have a 
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difficult time supporting its current level of service over 

the next five years, he explained, although he had only 

taken a cursory look at the figures. It seemed to him, how­

ever, that it would be very difficult to support even the 

operations costs of a new j ail, and that the working com­

mittee had better give some thought to alternative means of 

dealing with the problem. 

The Jail Moratorium representative mentioned that, 

while a number of counties had built new jails or wings, 

these facilities were filled by the day they opened. It 

would always be easy to find persons to fill the jail, she 

pointed out, but perhaps the real solution was to improve 

the efficiency with which persons are processed through the 

appropriate methods of handling 

The Pretrial Release Program 

system and to find more 

them than incarceration. 

Deputy Director added' that, if the release criteria for 

such options as release on recognizance were relaxed, many 

more people could be released prior to trial without nega~ 

tive repercussions. Releasing those persons would have an 

impact on the amount of space needed in the jail. 

The captain from the Sheriff's Department then voiced 

his feeling that, while the system could certainly be im­

proved, it would not help the community to release persons, 

whether pretrial or sentenced, who commit additional 

crimes. His officers, he added, found it very discouraging 

to make arrests and then find the arrestee back on the 

street committing another crime. 
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A representative 'from the League of Women Voters spoke 

up to ask if the represent:ati ves who were present from com­

munity programs felt that the staff in their programs were 

familiar with all of the County's criminal justice and human 

service programs. It seemed, she stated, that there was a 

communication problem if so many inappropriate referrals 

were being made. Remedying that weakness, she felt, might 

allow for better usage of those programs and, possibly, 

alleviate some of the pressure on the jail. 

The representative from the Director of Social services 

Office replied, stating that it was very difficult to keep 

all of the staff members in all of the programs advised of 

the other programs in the community, the types of services 

they offered, and the criteria they employed in accepting 

referrals. One of the largest problems, she felt, was the 

lack of communication between criminal justice and human 

service agencies. 

The debates regarding problematic issues in the County 

continued at great - length, but, when it seemed that no 

new issues were being presented, the planning coordinator 

called an end to the discussion. From the issues raised, 

she pointed out, the planning group should be able to 

develop goals to guide the planning process. The issues 

discussed certainly tied in with the goals the County 

Council had given them, the County Planning Department 

representative noted. The planning coordinator agreed and 

the staff assistant wrote the goals down for the group to see: 
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I} to explore the use of alternatives to incar­
ceration, wi thin a range considered accept­
able and safe by the County, and, 

2) to maximize the coordination and cooperation 
among the County's human service and criminal 
justice agencies. 

The planning coordinator asked if there were any other goals 

that the planning group would like to include, but the con-

sensus of the group was that the County Council's goals 

would be more than enough to tackle. 

The planning coordinator explained that the next step 

in the planning process would be to gather information 

about the issues and goals the group had chosen. This in-

formation would be used to verify or contradict the group's 

perceptions of the issues and to provide further informa-

tion upon which they could base their plan of action to 

accomplish their goals. 

This step would require breaking into subcommittees 

so that the work could be divided and made more manageable. 

The subcommittees would meet jointly for the next few weeks 

until the actual data gathering activities began. 

Gather Information 

The staff assistant explained importance of data col-

lection in more detail at the next meeting. He stressed 

that the data the working committee members collected 

should pertain to the issues they had identified as rele­

vant to the goals. Importantly I this data would later 

serve as the baseline information in the evaluation of the 
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action plan. Therefore, if the data collection efforts were 

not carefully planned at this point, not only would time and 

effort be wasted, but evaluation might be severely hampered. 

Each subcommittee was gi ven the task of developing a 

data collection plan for the data for which it was responsi­

ble. The Courts subcommittee was to focus on court data I 

the Corrections/Law Enforcement subcommittee on corrections 

and law enforcement related data, the County Government 

subcommittee on county demographics and the budget, and the 

Human services subcommittee on human service program .re­

lated data. The most important issues identif:i.ed previous­

ly would serve as the foundation for the dat.a collection 

plan. 

The staff assistant requested each subcommittee to 

break down the issues relevant to the types of data it was 

dealing with into research questions. I f they took the 

time to develop the issues further into specific research 

questions lit would be easier to identify the particular 

data elements involved in the issues. He asked the subcom­

mi ttees to provide five categories of information in their 

plan: (1) the research questions, (2) data elements, 

(3) the appropriate levels of measurement for the data ele­

ments needed to answer the research questions, (4) the 

methods of data collection to be used, and (5) where the 

data could be obtained. 
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The sUbcommittees began their task, which required 

several meetings before they considered their data collec­

tion plans complete. The table which follows shows part of 

the data collection plan developed by the Corrections/Law 

Enforcement subcommittee to address the issue of jail 

overcrowding. 



-

Table 10 

CORRECTIONS/LAW ENFORCEMENT SUBCO~~ITTEE'S DATA COLLECTION PLAN 

LAKES IDE COUNTY 

ISSUE: IS JAIL OVERCROWDING A PROBLEM IN LAKESIDE COUNTY? 

Research 
Question 

Who is in the 
Lakeside Coun·ty 
jail? 

Data Elements 

1. Legal status 

Levels of 
Measurement 

a. Pretrial 
b. sentenced 

Methods of 
Data Collection 

These data elements 
\oTiII be collected from 
existing records 

Where Data 
can be Obtained 

Jail records 

Police records 
(secondary data collection) 

2. Most recent charge 

3. Gender 

4. Age 

5. Ethnicity 

6. Education 

7. Residence 

- - - ... - - -

a. Felony (by 
actual charge) 

b. Misdemeanor 
(by actual 
charge) 

a. Male 
b. Female 

a. Actual age 

a. Black 
b. White 
c. Asian 
d. Hispanic 
e. Other {specify) 

A random sample of 
inmates ,.;ill be used 
for each year da·ta are 
collected 

a. Last grade completed 

a. Lakeside County 
b. In-state 
c. Out-of-state (specify) 

.... - .- -.- -

Court records 

- - .-

I--' 
I--' 
oJ::>. 

-



- -
Research 
Question 

- -

What is the capacity 
of our jail? 

.. - -
Data Elements 

8. Employment at 
time of arrest 

9. Marital Status 

10. Emotional/Mental 
Health 

1. Jail capacity 

2. Total bookings 

- - - - - - - -
Table 10 (continued) 

Levels of 
Measurement 

a. Full time 
b. Part time 
c. Unemployed 
d. Receiving unemploy­

ment benefits 

a. Single 
b. Married 
c. Separated 
d. Divorced 

a. Past treatment 
for emotional/ 
phychological 
problems 

b. Present treatment 
for emotional/ 
psychological 
problems 

a. The number of 
beds the jail has 
according to de­
sign specifica­
tions 

- number of beds 
·for males 

- number of beds 
for females 

a. Per year 

Methods of 
Data Collection 

These data elements will 
be collected from exist­
ing records (secondary 
data collection) 

A random sample of in­
mates will be used for 
each year data are col­
lected 

- - - -
Where Data 
can be Obtained 

Final architectural 
plans 

State laws related 
to jail capacity 

State/county jail 
standards 

Jail records 

Police records 

I-' 
I-' 
lJ1 
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Research 
Question 

- - -

Data Elements 

3. Net bookings 
(persons housed) 

4. Average daily 
population 

5. Average detention 
time 

6. Number of felony and 
misdemeanor inmates 

7. Number of pretrial 
and sentenced inmates 

.. - - -.. 

Table 10 (continued) 

Levels of 
Measurement 

a. Per year 

a. Total number of 
days served by all 
prisoners in a jail 
per year divided 
bv 365 

a. Total number of 
days served by all 
prisoners in a jail 
per year divided by 
the number of pri­
soners committed 

a. 

b. 

a. 

b. 

-

during that year 
Number of felons 
per year 
Number of misde­
mean ants per year 

Number of pretrial 
inmates per year 
Number of sentenced 
inmates per year 

- - -

Methods of 
Data Collection 

-. - - -

Where Data 
can be Obtained 

- -

I-' 
I-' 
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After the data collection plans were discussed by the 

entire working group and finalized, the planning coordinator 

suggested that a flowchart of the criminal justice system be 

constructed to represent the step-by-step progression of a 

person through the system. The first step in that process, 

she stated, required the listing of all criminal justice 

agencies and programs in the County, including law enforce­

ment, prosecution, defense, courts, and corrections. This 

task was delegated to the Courts and Correction/Law Enforce­

ment subcommittees. The Human Service and County Government 

subcommittees were given the task of preparing a list of all 

Lakeside County's human service agencies and programs. They 

were to identify the services that appeared to be useful to 

criminal justice agencies l:;>y placing an asterisk next to 

them in the list. These lists of criminal justice and 

human service programs appear in Tables 11, 12, and 13. 

The human services lists were held for discussion at a 

later point, following the actual development of the flow­

chart. 



1. 

2. 

3. 

4. 

5. 

- -

Table 11 

CRIMINAL JUSTICE PROGRAMS 
LAKESIDE CQ"G'NTY 

Program 

Jail: 
a. GED program 
b. Psychological counseling " 

including group therapy. 

Alternatives to prosecution: 
a. citizen Dispute Program 
b. Prosecutorial screening 

Alternatives to pretrial confinement: 
a. Financial options 
b. Pretrial Release Program 
c. Citation release 

Sentencing alternatives: 
a. Community service order and/or 

monetary restitution 
b. Probation 
c. Suspended sentences 

Post confinement alternatives 
a. Parole ----_ .. -

Description 

The Lakeside County Jail is a 100 bed facil­
ity. The major programs offered in the jail 
are a high school equivalency degree program 
and psychological counseling. 

The Citizen Dispute Program provides media­
tion as an alternative to court. In rare 
cases, the prosecutor may screen out a case 
because he/she feels it does not merit court 
intervention, This is used only for minor 
infractions. 

Financia.l options include a bail schedule for 
misdemeanants and a 10 percent cash require­
ment for felons. A Pretrial Release Program 
screens for release on recognizeance and third 
party custody. A citation, which is similar 
to a summons, is used by police for traffic 
violations. 

The Department of Probation handles the 
county's restitution program. This includes 
community service work and monetary restitu­
tion. The Department of Probation also 
supervises individuals placed on probation. 
Suspended sentences are sometimes used for 
cases involving drunken driving. 

The Department of Parole supervises 
duals released from the County Jail 
Pris~rior to completion~.o th~ -------

indivi-
or State 
siiiencii. 

I-' 
I-' 
00 

-
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Table 12 

HUMAN SERVICE PROGRAMS USED BY CRIMINAL JUSTICE AGENCIES 

Program 

Drug and Alcohol Treatment Center 

Alcoholics Anonymous 

Sex Offense Staff 

Victim witness Program 

County Hospital (Psychiatric Wing) 

LAKESIDE COUNTY 

Description 

Offers residential treatment for drug and 
alcohol abusers. Four such centers cur­
rently exist. 

Offers treatment for alcohol abusers. 

Monitors court status of sex offense cases 
for the victims and witness(es). Counseling 
for victims is also supplied. 

J'tIonitors court cases to provide status 
updates to victims and witnesses. Informa­
tion regarding filing insurance claims, 
obtaining medical care, and obtaining 
psychological counseling is provided. 

Holds criminal justice pretrial referrals. 

....... 

....... 
~ 



Table 13 

HUMAN SERVICE PROGRAMS NOT USED BY CRIMINAL JUSTICE AGENCIES 

Program 

* Adult Education Division, Board 
o£ Education 

* Agency Breakfast 

* AL-ANON 

Prebirth 

* CANCO (Child Abuse and Neglect 
Coordinating Organization) 

CARES (Cooperative Agency Resources 
for Elderly Services) 

* DART (Drug Abuse Rescue Team) 

LAKESIDE COUNTY 

Description 

Offers Graduate Equivalency Exam preparatory 
classes and some education and vocational 
counseling. 

sponsored by the Department of Social 
Services; breakfast presentations are held 
rega~ding various human service programs. 

Provides counseling for the families and 
persons involved in close relationships with 
alcoholics. 

Provides pregnancy and abortion counseling. 

Provides counseling for parents and children 
involved in abusive domestic situations and 
provides temporary placement of children out 
of abusive situations. 

Serves as a referral source for housing, 
medical services, employment, and support 
groups for the elderly. 

Provides emergency treatment for persons 
suffering from drug abuse. 

* Indicates human service programs currently providing services that appear useful in 
the delivery of criminal justice services. 

I-' 
N 
o 
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Table 13 (Continued) 

HUMAN SERVICE PROGRAMS NOT USED BY CRIMINAL JUSTICE AGENCIES 

LAKESIDE COUNTY 

Program 

* Family and Children's Center 

* Neighborhood Service Center 

* HOPE Rescue Mission 

* Information and Referral 

* Career Resour6e Center 

* Lakeside Employment Security Division 

* Justice and Peace Center 

Legal Services Program 

* Mental Health Center 

* The Woman's Shelter 

Description 

Provides domestic violence counseling to 
families and day care services. 

Provides emergency financial aid, food, and 
employment services. 

Provides emergency employment services, food, 
and temporary shelter. 

Supplies information regarding all social 
services in Lakeside County. 

Offers counseling in employment opportunities. 

Offers counseling and placement in employment 
opportunities. 

Provides temporary shelter and counseling 
regarding employment and housing to indigents 
and ex-offenders. 

Provides legal representation to indigents in 
civil suits. 

Offers residential therapy to County residents. 

Provides shelter for victims of abusive rela­
tionships. 

r-' 
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Table 13 (Continued) 

HUMAN SERVICE PROGRAMS NOT USED BY CRIMINAL JUSTICE AGENCIES 

Program 

* Albatross House 

Catholic Services 

LAKESIDE COQNTY 

Description 

Offers residential treatment for drug and 
alcohol abusers. 

Provides spiritual and domestic counseling, 
particularly regarding domestic violence. 

* Indicates human service programs currently providing services that appear useful 
in the delivery of criminal justice services. 

I-' 
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The working committee as a whole then met to identify 

all decision points at which someone with the necessary 

legal authority could: 

• order a person's arrest; 

• commit a person to jail; and/or 

• employ an alternative to incarceration. 

As shown in Table 14, the group identified ten major deci­

sion points in the processing of an individual through the 

system. 



Decision Point 

1. 

2. 

3. 

4. 

5. 

Initial 
contact 

Boolcing 

Initial 
Appearance 

In£ormation 
Decision 

Arraignment 

Table 14 

DECISION POINTS, DECISION-MAKERS, AND OPTIONS 

Decision-Maker 

Police Officer/ 
Deputy Sheriff 

Police Officer/ 
Deputy Sheriff 

Judge, 
Pretrial 
Release Program 

Prosecutor 

Judge 

LAKESIDE COUNTY 

Options 

a. Unconditional release 
b. Refer to citizen Dispute Program 
c. Refer to Mental Health Center 
d. citation Release 
e. Detain, bring to station 

a. Unconditional release 
b .. Refer to citizen Dispute Program 
c. Refer to Mental Health Center 
d. citation Release 
e. Detain in jail 

a. Release, charges dropped 
b. Release, ROR (on recognizance) 
c. Release, Third Party Custody 
d. Release, Bail 
e. Detain in jail 

a. Drop case, if there is insufficient evidence 
b. continue on previous release option 
c. Detain in jail 

a. Release, ROR 
b. Release, third party custody 
c. Release, bail 
d. Detain for trial in jail 

I--' 
tv 
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Decision Point 

6. 

7. 

8. 

Trial 

Sentencing 
and 
Placement 

Community 
Corrections 
Revocation 
Hearing. If 
rules are 
broken while on 
these options, 
a revocation 
hearing is held. 

Table 14 (continued) 

DECISION POINTS, DECISION-MAKERS, AND OPTIONS 

Decision-Maker 

Judge, Jury 

Probation, 
Judge 

Judge 

LAKESIDE COUNTY 

Options 

a. Acquittal 
b. If found guilty, release on recognizance 

until sentencing 

c. If found guilty, release on third party 
custody until sentencing 

d. If found guilty, release on bail 
e. If found guilty, detain for sentencing 

a. 
b. 
c. 
d. 

e. 
f. 

a. 
b. 

Release, fine 
Detain, County Jail 
Detain, State Prison 
Released in custody of the Drug and Alcohol 
Treatment Center 
Release, probation 
Release, suspended sentence 

Continue in community corrections program 
Sent to County Jailor State Prison 

I-' 
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Table 14 (Continued) 

DECISION POINTS/ DECISION-MAKERS/ AND OPTIONS 

Decision Point Decision-Maker 

9. Parole deci- Parole Board 
sion (Initial 
review held 
after one third 
of sentence has 
been served) 

10. Success Parole Board 
Determination 
Hearing (Six 
months after 
release on 
parole/ the 
parolee is 
required to 
attend a hear-
ing to deter-
mine whether 
or not his or 
her parole 
performance 
has been 
acceptable. ) 

LAKESIDE COUNTY 

Options 

a. 

b. 

Parole granted, released under supervision of 
the Department of Parole to the community 
Parole denied {If parole is denied/ the 
individual is entitled to a semiannual parole 
hearing from that point to the end of his or 
her sentence/ unless a special hearing is 
recommended by the individual's caseworker) 

a. continue on parole 
b. Parole revoked/ relocated in County Jailor 

State Prison 

I-' 
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The working committee outlined the policies that gov­

erned use of some of the options they had identified. The 

Restitution Program, for example, only accepted misdemean­

ants, while the County Hospital Psychiatric Wing required 

that long term care be necessary before accepting a post­

trial referral. ci tation release can be used by police 

officers/deputies in the field or at the station for per­

sons found to have no prior record and who are involved in 

traffic violations. Suspended sentences were used pri­

marily for persons convicted of drunken driving, as persons 

convicted of this offense are mandated to serve two days in 

jail. 

The planning coordinator also asked the committee to 

identify decision points at which individuals other than the 

decision-maker help make the decision. The Pretrial Re-

lease Program was cited as conducting screenings for pos­

sible release on ROR or Third Party custody and providing 

recommendations to the Judge at Initial Appearance regarding 

the appropriateness and type of release. The Probation 

Department was responsible for writing presentence reports 

containing information about individuals eligible for pro­

bation. The Judge receives these reports before setting 

sentences. 

In yet another meeting, the planning coordinator 

briefly recapped the information they had compiled before 

launching into the actual flowchart. She reiterated that 
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the flowchart should depict the processing of an individual 

through Lakeside County's current criminal justice system. 

The decision points previously identified were used as 

the basis for the flowchart, which the working committee 

agreed was a valuable method ;for identifying points at 

which other service options, besides those currently used, 

could be incorporated to help alleviate the burden on 

overutilized programs. 

The flowchart began with police contact with a citizen 

to investigate a report or an incident observed by the 

officer, and ended with the completion of an individual's 

sentence, whether through parole, probation, the Drug and 

Alcohol Treatment Centers, or the completion of a sentence 

in State Prison or 'the County Jail. The working committee 

put together a rough draft on newsprint and had a graphic 

artist in the Department of Planning draw the flowchart 

which appears on the following pages. 
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After the flowchart had been developed, the planning 

coordinator posed the question of why some human service 

programs were not used by criminal justice agencies. The 

lists of human service programs previously generated (Tables 

12 and 13) by the County Government and Human Service sub-

committees were presented to the working committee for dis­

cussion. Some of the programs included in the list of pro­

grams not used by the criminal justice system, such as 

CARES (Cooperative Agency Resources for Elderly Services), 

Prebirth (pregnancy and abortion counseling services), 

Catholic Social Services (pastoral counseling, particularly 

regarding domestic problems), and Legal Services Center 

(representation in civil suits), were thought to be irrele­

vant to criminal justice agencies, although it became 

apparent that they might serve as referral sources for the 

ci tizen Dispute Program. The citizen Dispute Program, a 

program designed to reduce court caseloads by informally 

mediating cases as an al ternati ve to formal legal proceed­

ings, sees a wide variety of complaints and requires a good 

knowledge of all services available in the community to be 

effective. Many of the other human service programs also 

could serve as places for referral, such as AL-ANON, CANCO; 

DART, the Family and Children I s Center, the Neighborhood 

Service Center I HOPE Rescue Mission, The Woman 's Shelter, 

and Albatross House. 

One of the problems that became apparent in identify-

ing programs in the County was that of the "catch-all" 
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nature of the criminal justice system. Very often persons 

were taken into the system who really belonged in mental 

health or drug or alcohol treatment programs, rather than in 

the criminal justice system. such inappropriate referrals 

occurred primarily because of limited space in such pro­

grams, and insufficient knowledge by the person(s) contact­

ing the police or by the police officer of other options. 

Residential programs, such as the Justice and Peace 

Center, a program designed to help ex-offenders and indi­

gents establish themselves by providing a temporary shelter 

until employment and housing are found, and the HOPE Rescue 

Mission, designed to aid transients to become established 

in Lake~ide County, could serve as useful post, confinement 

sources of assistance. The Adult Education Division, which 

sponsors GED classes; the Family and Children's Center, 

designed to help families deal with domestic violence and 

to offer day care services; and the Neighborhood Service 

Center, which provides emergency financial aid, food, and 

employment, could also help ex-offenders become reintegrated 

into society. In addition to these services I the Career 

Resource Center and the Lakeside Employment Securi ty Di~ 

vision offer counseling in employment opportunities. 

The Department of Social services sponsors a program 

called Agency Breakfast through which breakfast presenta-

tions regarding various human service programs are made. 

It w'as suggested that that program could be broadened to 

include representatives of criminal justice agencies. 
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One of the primary reasons gi ven for having excluded 

these programs from the network of programs used by the cri­

minal justice system was that criminal justice staff are 

unaware of their existence. In some cases, such as the 

Mental Health Center, a residential treatment facility, 

the Lakeside Employment security Division, and Albatross 

House programs had policies which excluded the acceptance 

of criminal justice referrals. 

When the working committee had completed their discus­

sion of how human services could be better integrated with 

the criminal justice system, the staff assistant helped the 

subcommittees to compile a report containing their data 

collection plans, the flowchart, and their findings regard­

ing human service programs currently not utilized by the 

criminal justice system. 

A j oint meeting was then held with the advisory and 

working committees, to which the public was also invited. 

The planning coordinator and staff assistant presented the 

working committee's findings to the advisory group and 

public before finalizing the report and submitting it to 

the County Council. 

Following the presentation of the report, the subcom­

mittees collected the data indicated in their data collec-

tion plans. This required a great deal of patience and 

some help from persons familiar with how various agencies' 

records are kept. During this period the subcommittees met 

indi vidually, with the staff assistant providing guidance 
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whenever necessary. The staff assistant also arranged to 

have student interns help collect data when the task was 

too demanding to handle within the subcommittees' resources. 

Finally, the desired data were gathered and the working 

committee was ready to proceed. 

Analyze Informatio~ 

The working committee was now able to begin the 

analysis step of the planning process. The staff assistant 

explained that the purpose of data analysis is to describe 

the information previously gathered and draw some infer­

ences from it. By the end of this step, the committee 

should be able to describe and draw conclusions about such 

issues as how Lakeside County's criminal justice system 

operates, how resources are allocated, where gaps or dupli­

cation exist in the delivery of services, and where inap­

propriate placements occur most frequently. 

To facilitate the data analysis process, the staff 

assistant instructed each subcommittee to develop a data 

analysis plan, using the research questions it developed for 

the data collection plan. The analysis plan should include 

the data elements which have been collected, the relation­

ships the committee wished to examine, and the analytical 

techniques to be used for each research question previously 

developed. 

The staff asssistant also reported that a statistical 

package was available on the County1s Department of Planning 
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computer which would serve the planning process' analysis 

needs. County demographic and budget data were also ac­

cessible on that system. The staff assistant and planning 

coordinator would oversee the analysis effort. After the 

staff assistant explained how the mechanics of the analysis 

would operate, the subcommittees convened and began to 

develop their analysis plans. 

After numerous subcommittee meetings and conferences 

wi th the staff assistant, the subcommi t.tees submitted their 

analysis plans to the planning coordinator, who reviewed and 

integrated them into one comprehensive data analysis plan. 

Table 15 presents part of the data analysis plan submitted 

by the Corrections/La,., Enforcement subcommittee. 



Table 15 

CORRECTIONS/LAW ENFORCEMENT SUBCOMMITTEE'S DATA ANALYSIS lPLAN 

LAKESIDE COUNTY 

ISSUE: IS JAIL OVERCROWDING A PROBLEM IN LAKESIDE COUNTY? 

Research 
Question 

Who is in the 
Lakeside County 
jail? 

Data Elements 

Legal status 

Most recent charge 

Gender 

Age 

Ethnicity 

Education 

Residence 

Employment at time 
of arrest 

Marital status 

Emotional/mental 
health 

Relationships 
to be Examined 

The relationship between: 

• Legal status and most 
recent charge (e.g., 
how many pretrial 
detainees are charged 
with a misdemeanor?) 

• Legal status and employ­
ment (e.g., how many 
inmates held pretrial 
were employed at the 
time they were arrested?) 

• Gender and most recent 
charge (e.g., what 
percentage of males 
were charged with com­
mitting a felony?) 

Analytical 
Techniques 

Frequency distribu­
tions will be gener­
ated for each data 
element to provide 
a profile of who is 
in the Lakeside ~ 
County jail m 

Crosstabulation 
analysis will be 
used to examine the 
relationships between 
certain data elements 

-------------------

-'tIW 
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Research 
Question 

What is the 
capacity of our 
jail? 

Table 15 (continued) 

Data Elements 

Total capacity 

Total bookings 

Net bookings 

Average daily 
population 

Average detention 
time 

Number of felony and 
misdemeanor inmates 

Number of pretrial 
and sentenced 
inmates 

Relationships 
to be Examined 

The relationships between: 

• number of pretrial 
detainees and average 
detention time (e.g., 
how long is a pre­
trial detainee held 
in jail?) 

• Average detention 
time and number of 
misdemeanor inmates 
(e.g., what is the 
average length of time 
a misdemenant spends 
in jail?) 

Total number of bookings 
minus net bookings will 
provide information on 
the number of persons 
processed through the 
jail but not held 

Analytical 
Techniques 

Frequency distribu­
tions will be gener­
ated for each data 
element to provide 
a profile of what the 
jail's capacity is 

Crosstabulation 
analysis will be used 
to examine the rela­
tionship between cer- t; 
tain data elements ~ 
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The working commi ttee' s data analysis plan was 

presented in an open meeting to the advisory committee and, 

upon their approval, was submitted to the County Council 

along with a progress report. The sta'ff assistant then 

began conducting the analysis I focusing on univariate and 

bivariate analysis since those types of analyses would pro­

vide the basic information the planning group would need 

and would be easy to present to the advisory committee and 

County Council. As each major portion of the analysis was 

conducted, the findings were given to the subcommittee 

responsible for gathering the data to interpret. 

-The analysis process was long and sometime tedious, but 

the subcommittees were able to arrive at a point at which 

they felt they had drawn all of the pertinent interpreta-

ti ons from the data. Table 16 presents a portion of the 

findings, again from the Corrections/Law Enforcement sub­

committee. The interpretations included the proposal that 

more County residents employed at the time of arrest and 

charged with minor offenses might be eligible for pretrial 

release then are currently being released. Also, jail 

overcrowding appeared to be an impending problem because of 

legislation recently passed which would require special 

classification of inmates with psychological or emotional 

problems. 
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Table 16 

CORRECTIONS/LAW ENFORCEMENT SUBCOMMITTEE'S DATA ANALYSIS 
FINDINGS AND INTERPRETATIONS 

LAKESIDE COUNTY 

ISSUE: IS JAIL OVERCROWDING A PROBLEM IN YOUR COMMUNITY? 

Research Question 

Who is in the 
Lakeside County 
Jail? 

Findings 

Ninety-five percent of the indi­
viduals held in jail were male 
and between, the ages of 18 and 25 
years old (58%). The majority of 
the inmates were non-white (70%) 
and had, at most, a 10th grade edu­
cation (58%). Only 25 percent of 
the individuals had a high school 
diploma or GED. Seventy-five 
percent of the inmates resided 
in Lakeside County and 55 percent 
held.a job (either full or part 
time) when they were arrested. 

Pretrial detainees comprised 95 per­
cent of the jail's population, the 
remaining 5 percent were sentenced 
offenders convicted of committing 
a misdemeanor offense. Eighty per­
cent of the pretrial detainees were 
charged with committing a felony 
(50% were property crimes; 30% 
were crimes against persons). The 
remaining 20 percent of the pre­
trial detainees were charged with 
a misdemeanor. Of those charged 

Interpretations 

Based on the findings about 
the Lakeside county jail's 
population, education should 
be a priority in jail pro­
gramming decisions. Also, 
more residents of the county 
who were employed at the 
time of arrest and were 
charged with a minor offense 
appear to be eligible for 
pretrial release than are 
currently released. 

1--' 
1.oJ 
\0 



Research Question 

What is the capacity 
of our jail? 

Table 16 (continued) 

Findings 

with a misdeamenor, the majority 
were charged with disorderly con­
duct, drunken driving, and petty 
larceny. Of the total jail popu­
lation, on the average, 50 percent 
had a history of emotional or 
psychological problems. 

The jail is designed to hold 100 
individuals; 90 males and 10 
females. During 1981, the average 
daily population was 95, a 17 per­
cent increase since 1977. One 
thousand three hundred sixty-four 
individuals were booked into the 
Lakeside County jail and 764 in­
mates were ac"tually held during 
1981. Inmates were detailed in 
jail for an average of 40 days. 
Despite local classification 
standards for the jail, the facil­
ity has not provided separate 
living quarters for inmates dis­
playing psychological or emotional 
problems. The court recently ruled 
that within one year jails in the 
state must provide separate living 
facilities for inmates displaying 
psychological or emotional problems. 

Interpretations 

Although the jail currently 
has a 5 percent vacancy rate, 
it faces an overcrowding ~ 
situation because of the 0 

recent court ruling regard-
ing placement of inmates 
with psychological problems. 
Alternative placements should 
be considered for those in­
mateg who were charged with 
or convicted of lesser 
offenses. 

------~-----~------
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Another open meeting was held with the advisory com-

mi ttee to discuss the findings and interpretations of the 

data. After several recommendeq changes were made, a sum-

mary report was submitted to the County Council for its 

review. 

Formulate Policy 

The planning coordinator convened a meeting of the 

entire working committee to discuss the next step in the 

planning process, formulating policy based on the commi t-

tee's interpretation of the data analysis. Policy state­

ments, she explained, are the framework for decisions 

regarding specific procedures to be undertaken to achieve 

the plan's goals. Final policy statement recommendations 

should be made only after careful consideration of alterna­

tive approaches. For the purposes of this planning process, 

the policy statements the subcommittees devised should 

govern how the components of Lakeside County's criminal 

justice system and related human services will be coor­

dinated and how alternatives to incarceration will be used 

in the County. 

The planning coordinator presented the following seven 

steps for the subcommittees to follow in arriving at their 

policy recommendations. 

1. List al ternati ve policies based on the data 
interpretations. 

2. Determine criteria for choosing between alter­
natives. 
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3. Gather data about the options. 

4. Compare the options. 

5. Consider deficiencies in the analysis. 

6. Make recommendations. 

7. Prepare a recommendations report. 

The subcommi ttees then convened individually for 

several weeks to develop their policy statements; Each 

subcommi ttee worked with the interpretations it had made 

in the previous planning step. Policy development 'was a 

difficult task and all of the subcommittees breathed a sigh 

of relief at the completion of their recommendations re­

ports. The working committee was a thorough critic, how­

ever, and following each subcommittees' presentation to the 

other working committee members, revisions were necessary. 

Finally, the working committee, planning coordinator, and 

staff assistant were satisfied with the policy recommenda­

tions made and were ready to schedule a joint meeting with 

the advisory committee and the public. Several policy 

statements developed by the working committee to address 

the issue of jail overcrowding appear in Table 17. 

On the whole, the policy recommendations were well 

recei ved by the advisory committee, with a few requested 

changes, mostly dealing with language. Once these sugges­

tions were incorporated, the working committee submitted 

their policy recommendations to the County Council. 
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Table 17 

POLICY STATEMENTS DEVELOPED TO ADDRESS THE ISSUE 
OF JAIL OVERCROWDING IN LAKESIDE COUNTY 

Interpretation of Data 

Based on the findings about 
the Lakeside County jail's 
population, education should 
be a priority in jail pro­
gramming decisions. Also, 
more residents of the County 
who vlere employed at the 
time of arrest and were 
charged with a minor offense 
appear to be eligible for 
pretrial release than are 
currently released. 

Although the jail currently 
has a 5 percent vacancy rate, 
it faces an overcrowding 
situation because of the re­
cent court ruling regarding 
placement of inmates with 
psychological problems. Al­
ternative placements should 
be considered for those in­
mates who were charged with 
or convicted of lesser 
offenses. 

Policy statements 

Emphasis should be placed 
on education in jail pro­
gramming. 

The use of pretrial release 
will be encouraged for County 
residents employed at the 
time of arrest and charged 
with a minor offense. 

Every effort will be made to 
maintain the jail's popula­
tion within the designed 
capacity; construction of 
additional incarceration 
space will be a last re­
sort. 
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Develop an Action Plan 

The working corruni ttee was now ready to develop pro­

cedures, or specific steps to be taken to implement. the 

corruni ttee 's new policies. Each sub c orruni ttee was to write 

procedures for the policies it had developed in the previ­

ous planning step. An action plan, explained the planning 

coordinator, consists of a series of specific procedures 

designed to implement your policy statements. After each 

subcorruni ttee had produced procedures for their policies I 

the procedures would be integrated into an action plan to 

be followed during implementation. 

Each subcorrunittee was instructed to list potential 

I 
I 
I 
I 
I 
I 
I 
I 
I procedures for its policy statements I including possible 

resources for implementation, barriers to adoption of those I 
procedures, and strategies to overcome those barriers. 

Finally I each subcorruni ttee should list the procedures it 

recorrunended and the envisioned time frame for their imple-

mentation. In making decisions, the planning coordinator 

pointed out, the following should be considered: 

• degree to which procedures help implement the 
policy statement; 

• extent to which procedures are philosophically 
compatible with the goals; 

• costs associated with implementation of the 
procedures; 

• amount of time required to implement the pro­
cedures; and 

• feasibility of implementing the procedures 
given potential resistance. 
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After discussing these points, the working committee 

divided into subconuni ttees to begin the task of procedure 

development. As with policy development, it took some time 

before the subcommittees were able to arrive at procedures 

they felt were reasonable and that reflected the goals of 

their planning process. Table 18 presents'several proced­

ures considered by the Corrections/Law Enforcement subcom­

mi ttee and its final recommendations. The planning 

coordinator and staff assistant then integrated the recom­

mendations into one action plan. 



-

POLICY STATEr-lENT 

Every effort will 
be made to main­
tain the jail's 
population Hithin 
the designed 
capacity; con­
struction of addi­
tional incarcera­
tion space will 
be a last resort. 

- - -

Table 18 

CORRECTIONS/LAW ENFORCEMENT SUBCO~~ITTEE'S 
PROCEDURE DEVELOPMENT PROCESS 

PROPOSED PROCEDURES 

The Lakeside County 
Sheriff's Department 
will use citation 
release for cases 
involving traffic 
violations, petty 
larceny, shoplifting, 
and disorderly con­
duct. Exceptions to 
citation release are 
hit and run, man­
slaughter, and 
drunken driving 
violations. 

- - .. ' -

LAKESIDE COUNTY 

RESOURCES 
AVAILABLE 

Sheriff Chief 
and Patrol 
Division 
Lieutenant 

State and 
federal 
crime in­
formation 
records 

BARRIERS 

Patrol 
officers 

Community 

Two 
County 
Council 
members 

- - -

STRATEGIES TO 
OVERCOME BARRIERS 

Disseminate 
information about 
potential legal 
and social rami­
fications of jail 
overcrowding 

Form a network of 
advocates to help 
disseminate the 
information and 
build support 

If relatively 
small changes in 
the procedure 
will insure 
greater support, 
the group should 
consider compro­
mise. 

- - .. 

RECOMMEN­
DATION 

The procedure 
was recommended 
for adoption. 

The Lakeside 
County Sher­
iff's Depart­
ment will use 
citation re­
lease for cases 
involving traf­
fic violations, 
petty larceny, 
shoplifting, 
and disorderly 
conduct. Ex­
ceptions to 
citation re­
lease are hit 
and run, man­
slaughter, 
and drunken 
driving viola­
tions . 

TIME 
FRAME 

Implemented 
within 6 
months. 
The pro­
cedure 
will be 
monitored 
and 
changes 
made as 
necessary. 

- .. - -

I-' 
~ 
0"1 

-
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POLICY STATEMENT 

- - - - - - - -, - -, 
Table 18 (Continued) 

CORRECTIONS/LAW ENFORCEf1ENT SUBCOlIJMITTEE' S 
PROCEDURE DEVELOPMENT PROCESS 

PROPOSED PROCEDURES 

Upon reaching 95 
percent of the jail's 
capacity, the jail 
administrator should 
notify the court, 
lawenfo~-cement, 
and county council. 
If within 15 days 
the population has 
not declined, the 
records of sentenced 
persons will be re­
viewed. Those per­
sons who are first 
or second offenders 
convicted of a mis­
demeanor and who 
are within 30 days 
of completion of 
their sentence, 
will be released. 

LAKES IDE COUNTY 

RESOURCES 
AVAILABLE 

Jail staff 
to review 
records and 
process 
inmates 
leaving the 
system. 

BARRIERS 

Lack of 
post­
confine­
ment 
alterna­
tives 

Judiciary 

community 

STRI\TEGIES TO 
OVERCOME BARRIERS 

Disseminate infor­
mation about 
potential legal 
and social ramifi­
cations of jail 
overcrowding 

Form a network of 
advocates to help 
disseminate the 
informa'tion and 
build support 

If relatively 
small changes in 
the procedure will 
insure greater 
support, the 
group should con­
sider compromise. 

Locate funding for 
post confinement 
alternatives 

- - -

RECOf.1MEN­
DATION 

Given the 
amount of 
probable 
opposition to 
a reduction 
in sentence 
and the small 
degree to 
which such a 
procedure 
would affect 
the overall 
j ail popula­
tion, this 
procedure was 
not recommended 
for adoption. 

TIME 
FRAME 

- -

I--' 
,t:.. 
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- - -- -

PROPOSED PROCEDURES 

Persons charged 
with offenses 
requiring bail 
under $1,000 
will be required 
to post a 10 
percent cash 
deposit. 

- - -

Table 18 (Continued) 

CORRECTIONS/LAW ENFORCEMENT SUBCOMMITTEE'S 
PROCEDURE DEVELOPMENT PROCESS 

LAKESIDE COUNTY 

RESOURCES 
AVAILABLE 

Court 
clerks 

BARRIERS 

Judiciary 

Prosecu­
tors 

Community 

- -- -

STRATEGIES TO 
OVERCOME BARRIERS 

Disseminate infor­
mation about po­
tential legal and 
social ramifica­
tions of jail 
overcrowding and 
failure to appear 
rates 

Form a network of 
advocates to help 
disseminate the 
information and 
build support 

If changes in the 
eligibili ty re­
quirements will 
insure greater 
support, the group 
should consider 
compromise. 

- - -

RECOMMEN­
DATION 

This proced­
ure was rec­
ommended for 
adoption. 

Persons 
charged with 
offenses re­
quiring bail 
under $1,000 
will be re­
quired to 
post a 10 
percent cash 
deposit. 

- -

TIME 
FRAME 

Implemented 
within 3 
months. 
The pro­
cedure 
will be 
monitored 
and 
changes 
made as 
necessary. 

- -

I-' 
~ 
CX) 

-
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Once again a joint meeting was held with the advisory 

committee and the public to present the recommendations of 

the sUbcommittees. A number of revisions were required and 

several more j oint meetings were held before the final 

recommendations were ready to be incorporated into f.l report 

to the County Council. At last the report was submitted. 

Several weeks went by before approval was received from the 

county Council to continue the with implementation of the 

action plan. 

Monitor and Evaluate 

When approval was received, the planning coordinator 

convened the working committee to discuss monitoring and 

evaluation before launching into implementation. Implemen­

tation must be carefully monitored, she explained, to ensure 

that the plan is followed and that, when necessary, the plan 

can be modified. The working committee, she pointed out, 

had tailored its data collection and analysis plans to the 

eventuali ty of evaluation, and it was essential that any 

data collected during implementation be collected in the 

proper form to be useful in evaluation. Therefore, it was 

important that monitoring and evaluation be discussed prior 

to implementation. 

An individual from each subcommittee was assigned the 

responsibility of monitoring the implementation of the pro­

cedures its group had developed. The planning coordinator 

stressed the importance of monitoring to provide feedback 
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regarding t.he progress of the implementation phase. The 

persons responsible for monitoring were given the following 

questions to answer monthly: 

1. 

2. 

3. 

4. 

5. 

What acti vi ties were scheduled to occur dur­
ing this period? What activites actually 
occurred? 

What did the acti vi ties that were performed 
accomplish toward achieving the goals set for 
the plan? How can their accomplishment be 
measures? 

For those activities that were not performed, 
what prevented them from occurring? What is 
being done to resolve the problem(s)? 

Are the resources allocated for 
tion adequate up to this point? 
they be reallocated to be used 
tively? 

implementa­
If so, can 

more effec-

Are there any modifications to the plan that 
seem necessary in light of the answers to the 
above questions? 

By answering these questions, modifications can be made dur­

ing implementation to improve the plan's effectiveness. 

In addition to planning for the monitoring of imple­

mentation, the planning coordinator explained, the working 

committee must, at this poin.t, begin to address the evalua­

tion which would be conducted in approximately two years. 

This evaluation will provide feedback that can be translated 

into recommendations for improving the action plan. 

Although the evaluation would not occur for some time, the 

planning coordinator emphasized the need to design. an 

evaluation framework to ensure collection of the proper 

data during the implementation phase. 
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The planning coordinator suggested that an additional 

subcommi ttee be formed to begin designing the evaluation. 

The committee agreed and representatives of the "T _..:, 7'L ....:I-...!. _ 
U Cl.L.L rlUlIl.LlJ:-

istrator and Director of Social Services offices, along with 

a representative from the Jail Moratorium Committee volun-

teered to serve on the subcommittee, which would be aided 

by the staff assistant. The planning coordinator presented 

them with an evaluation framework to use as a guide in the 

design process. In addition to the subcommittee's work, 

the entire working committee would continue to meet peri­

odically during the implementation and evaluation of the 

action plan. The subcommittee responsible for designing 

the evaluation completed the evaluation framework, part of 

which appears on the following page. 
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Goal 

To maximize 
coordination and 
cooperation among 
criminal justice 
dnd human sel.-vice 
agencies 

Table 19 

Lakeside Criminal Justice 
Planning Group 

Evaluation FrameworkY ' 

Anticipated 
Result 

Increased appropriateness 
of referrals from criminal 
justice agencies to human 
service agencies 

Increased fnformat10n 
sharing between 
ag,encies 

Increased knowledge 
by criminal justice 
and human service 
personnel of services 
offered in their 
cOllUlluni ty 

How will this 
Result be Measured? 

Number of referrals 
deemed appropriate 
by agency personnel 

Number of referrals then 
referred elsewhere 

Interagenc~ meetings 
- frequency 
- attendance 

Telephone contact 
- frequency 

Written conoounication 
- frequency 

Nmnner of -traiJilng 
sessions dealing 
with community 
services 

Number of times 
a representative 
from one agency 
makes a presentation 
to another agency 

Data Needed to 
Document the Change 

Survey of agency 
personnel 

Intake records 

Survey of agency 
personnel 

Minutes from meetings 

Telephone logs 

Correspondence files 

Survey of agency 
personnel 

Training manuals 

!!/ The Lakeside Criminal Justic Planning Group's working committee completed this chart for all of its goals. 

- - - - - - - - - - - -.- - - -
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The Lakeside county Criminal Justice Planning 

Group was now ready to begin implementation of its plan. 

Nine months had passed since the planning effort began. It 

would be some time before the members would know the effec-

tiveness of their plan, but they felt satisfied with their 

efforts _ All of the group's members agreed that they had 

learned a great deal about their County_ 
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GLOSSARY 

The definitions of key words and concepts used in the 
workbook follows. 

Action plan 

Alternatives to 
incarceration 

Arraignment 

Bail 

citation release 

Community 

a series of procedures that are 
organized in a plan designed to 
implement policy. 

means of criminal justice supervi­
sion of individuals other than 
those involving confinement. 

the appearance of the defendant 
before a judicial officer. The 
defendant enters a plea and counsel 
is appointed for the indigent. 

a monetary bond set by a judicial 
officer or prescribed by a bail 
schedule corresponding to the type 
of offense(s) allegedly committed. 
Bail is designed to insure that 
the defendant will appear in court. 

a summons to appear in court given 
by a police officer to a citizen 
alleged to have committed a crime. 
Use of citation release varies 
among jurisdictions. 

a grou.p of people living in the 
same locality and sharing the same 
government. 

155 



Community corrections 

corrections standards 

criminal justice 
system 

Crosstabulation 

Data 

Evaluation 

Failure to appear 

Flowchart 
(Criminal justice) 

-----------------
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any program or activity in the 
communi ty which directly addresses 
the offender with the aim of help­
ing that person reintegrate into 
the community and become a law 
abiding citizen. 

policy and procedure governing the 
operation of correctional facili­
ties. There are many standards in­
cluding the Commission on Accredi­
tation, American Bar Association, 
American Medical Association, 
National Sheriff's Association, 
and Department of Justice. 

a series of agencies that have 
been given formal responsibility 
to control crime. These agencies 
include police and sheriff's 
departments, judges, state's 
attorney I s offices, and probation 
and parole departments. 

the joint frequency distribution 
of two or more variables. 

information about past and current 
events or acti vi ties which can be 
gathered, analyzed, and used to 
make decisions. 

the collection, analysis, and in­
terpretation of data in order to 
assess the impact of the implemen­
tation of a plan. This information 
will be used in future planning and 
decision ma~ing. 

the number of times an individual 
fails to appear in coqrt on a 
scheduled date. Definitions of 
failure to appear varies among 
jurisdictions. 

a visual representation of a com­
muni ty I S criminal jus ti ce sys tern . 
It reflects the step by step pro­
gression that a person takes 
through the system and each of 
the decision points along the way. 
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Frequency 
distribution 

Goal 

Initial appearance 

Issue 

Mean 

Mission statement 

Monitoring 

outcome 

Planning 

Policy 

Post confinement 
alternatives 
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the raw number and percentage in 
each category of a variable. 

a broad statement which is related 
to the mission statement and indi­
cates what you intend to do and 
why you intend to do it. 

the appearance of the defendant 
before a judical officer. The 
defendant is formally notified of 
the charges, advised of his or her 
rights, and if appropriate, bail 
is set. 

a matter of public concern. 

the sum of the individual values 
for each case divided by the number 
of cases. 

a description of the reason or 
purpose for the existance of a 
project or an organization. 

a means for comparing the planned 
status of activities with the ac­
tual status at a given point in 
time. 

the identified end result of the 
planning effort. 

a systematic approach to reaching 
a goal. The steps i.n the planning 
process include identifying goals 
and issues, gathering information, 
analyzing the information, formu­
lating policy, developing an action 
plan, and monitoring and evaluating 
the action plan. 

the framework for making decisions 
regarding the specific activities 
to be undertaken to achieve the 
goals of your plan. 

programs that serve as conditions 
of release from confinement includ­
ing parole, halfway houses, pre­
release centers, and so forth. 
These programs may be residential 
or nonresidential. 



Pre-release center 

primary data 
collection 

Procedures 

Process 

Secondary data 
collection 

sentence 

system cost analysis 

System load analysis 

Third part custody 

Variable 

Widening the net 
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a residential facility whose focus 
is to help offenders make the 
transition from incarceration to 
living in the community. Counsel­
ing and job employment services 
are provided. 

data collected from the origina~ 
source such as community residents, 
offenders, and agency personnel. 

the steps to be taken to implement 
policy statements. 

a series of steps that brings about 
a result. 

data collected from existing 
records such as jail intake 
records, police incident reports, 
and presentence investigation 
reports. 

the penalty imposed by the court. 
on a defendant convicted of com­
mitting a crime. The defendant 
may be given a suspended sentence, 
fined, sentenced to jailor prison, 
placed on probation, or placed in 
a community service program such 
as a halfway house. 

a method for estimating the funding 
necessary to meet program demand in 
future years. 

a method to determine the number 
of persons processed through the 
various corrections related serv­
ices in a community. 

the release of an individual' in 
the custody of another person 
rather than holding the individual 
in jail. This is a preconfinemeIit 
alternative. 

a set of mutually excl usi ve char­
ac·teristics such as age, sex, or 
number of prior offenses. 

the inclusion' in programs of per­
sons who would not have entered 
the criminal justice system, had 
no program been available. 
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NOTES 

1Tropman, John E. Effective Meetings -- Improving' 
Group Decision-Making. Sage Human Services Guides, Volume 
17. (Beverly Hills: Sage Publications, Inc., 1980). 

2Adapted from G. Warheit; R. Bell; and J. Schwab. 
Planning for Change: Needs Assessment Approaches, pp. 17-18. 

3Each community must define for itself what alterna­
tives it considers appropriate. This will largely depend 
on the norms and values of your community and always with 
regard to public safety. 

4Elias, Gail. Criminal Justice System Data Elements 
and Their Applications, Voorhis Associates, Inc., 1982. 

5Adapted from Guide to Data Collection and Analysis: 
Jail Overcrowding/pretrial Detainee Program by Jerome R. Bush 
(American Justice Institute, 1980). 

6A variable is a set of mutually exclusive character­
istics such as age, sex, or number of prior offenses. 

7For further information see Chapter 16 - Contingen~y 
Tables and Related Measures of Association: Subprogram 
Cross tabs , in N. Nie, C. Hull, J. Jenkins, K. steinbrenner, 
and D. Brent. statistical Package for the Social Sciences 
(2nd ed.) (New York: McGraw Hill, 1975). 

8R. Laurence coates and Bonnie Wood. Program Planning 
Workbook, (Washington, DC: Center for Community Change, 
1981), pp. 41-43. 

9Ibid , p. 41. 
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10carol Weiss. Evaluation Research, (Englewood Cliffs: 
Prentice Hall, Inc., 1972), p. 4. 

11Reliability indicates the probability of obtaining 
the same results upon repeated application given constant 
conditions. Validity refers to the degree to which any mea­
sure succeeds in doing what it is supposed to do (suchman, 
1967: 116-120). 
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SYSTEM LOAD ANALYSIS 

overview 

Purpose. This appendix describes a method for measuring 

the present and near-term load on social and corrections 

related services. By IIload" we mean the number of pers0I?-s 

handled by a particular service relative to the ideal level 

given limitations in staff, facilities I and other resources. 

By comparing the relative load and expected increases in 

load for related services lit is possible to develop recom­

mendations regarding the shifting of placements from one 

program to another. This analysis also can point to. the 

need for new programs. The results of this analysis can be 

used to reduce overloaded conditions, better utilize exist­

ing resources and, ultimately, improve the quality of social" 

and corrections related services. 

Determining the number of 

the various corrections services 

persons processed through 

in a community is fairly 
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straightforward. However, identifying the most appropriate 

number of persons to be receiving specific correctional 

services in terms of underlying community "needs" is a much 

more problematic issue. The method presented here takes the 

number of persons entering the criminal justice and social 

service system as a II given II and then attempts to place them 

in appropriate services in such a way as to minimize over 

loading of particular services. 

An important assumption of this method is that the 

level of funding and other resources for corrections related 

services will remain fixed. Funding increases from year to 

year will be sufficient only to offset inflation and main-

tain existing levels of program capacity. It is necessary 

to hold program resource levels constant in order to assess 

the baseline (ideal) load=carrying capacity of each program 

and to project load several years into the future. 

Organization. This appendix is divided into five 

parts, the first part presents the procedures for measuring 

the current load on existing corrections related programs. 

The second part describes how program load can be projected 

several years into the future. The third section sets the 

stage for the development of policy recommendations by 

identifying the steps necessary to compare the relative load 

on different programs. In the fourth part of the appendix, 

techniques for translating the analysis into conclusions and 
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recommendations are discussed. A sample of exercises re-

lated to the four maj or steps in the system load analysis 

process are included at the end of the appendix. 

Task 1: Current Load Analysis 

The current load analysis involves a substantial amount 

of data gathering. Because all subsequent components of the 

system load analysis depend on r'tJ.is it .;"" ....... 

important that sufficient time arid staff be allocated to 

complete this task thoroughly. 

step 1: Service Level Measurement. For each correc-

tions related program identified in the flowcharting process 

described in Chapter 3, it is necessary to measure the 

quanti ty of service being provided. Because programs vary 

widely, it is not practical to expect that the measures of 

service quantity will be the same for each program. For the 

purpose of this step, it is necessary only that the most 

appropriate measure for each individual program be selected. 

Examples of measures of service quantity for different types 

of corrections related programs include: 

• number of enrollees per year (e.g., training 
programs) ; 

• number of cases closed per year (e.g., dis­
pute settlement or resolution programs), and 

• number of person days per year (e. g., resi­
dential programs, detention facilities). 
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Important concerns in selecting measures of service quantity 

include: 

• 

• 

• 

data should be readily accessible from pro­
gram records; 

data for several prior years should be 
available; and 

the data should be available 
(fiscal year) form or should 
transformed into annual form. 

in 
be 

annual 
readily 

A measure which is not appropriate in this analysis is 

the number of dollars spent in a given fiscal year. The 

goal of this step. is to measure what each program accompli-

shed, not what it cost. 

In order to chart acti vi ty level proj ections lit is 

very important that several prior fiscal years of program 

activity data be gathered. The quality and quantity of 

prior acti vi ty level data largely determine the accuracy of 

projections. Four years of prior acti vi ty data is ideal, 

two is a minimum . In the case of new programs, of course I 

no prior data can be obtained. Techniques for handling new 

programs are described in Task 2. 

step 2: Service Capacity Measurement. This step in 

the task involves determining the appropriate (baseline) 

level of annual activity for each program given its current 

staff, facilities, and other resources. There are a number 

of ways to approach this task and the techniques will vary 

from program to program. Residential or detention program 
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service capacity is . fairly easy to. measure. The number of 

beds minus an appropriate vacancy factor will yield the 

number of person days of service that, under normal condi­

tions, can be expected of t..hat facility. An even better 

measure for residential facilities involves an examination 

of design specifications because over loaded facilities may 

have many more beds than originally were planned for. The 

primary concern here is determining the quantity of service 

that is consistent with the provision of acceptable service 

quality. 

Training program service capacity can be assessed by 

determining the appropriate number of pupils per class and 

the maximum number of class sessions per fiscal year given 

the size of the training staff. The same rule of thumb 

would apply to counseling programs and other one-to-one 

services. 

Whenever possible I refer to· information describing the 

program or materials written during the development of the 

program to get an understanding of the quantity of service 

that was seen as appropriate. In some cases lit may be 

necessary to use generally accepted norms regarding the 

level of service that is appropriate for a caseworker, 

counselor or other service provider. 

A last resort for determining the appropriate service 

level baseline for a specific program is to speak with the 

people administering the program. The reason that this 
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approach is not encouraged as a primary way to address this 

stepr is that program staff may see your efforts as part of a 

process to seek justifications to cut back on program funds 

or increase their caseloads. Because of this problem r pro­

gram staff may consciously or unconsciously underestimate the 

appropriate baseline capacity for their service. Wherever 

possible F interview data should be augmented with other in­

formation. 

Note that measures of average service level over 

several prior years are not appropriate measures of baseline 

capaci ty as we have defined it here. In this step r we are 

specifically interested in the optimum capacity of a service, 

not the average activity level. 

For each program, it is very worthwhile to prepare a 

paragraph describing how the baseline capacity estimate was 

computed in case the estimates are disputed. It is neces­

sary to compute service capacity only for the most current 

year for which the planning study is being done. Prior 

years do not apply to this step. It is very important, 

however, that the measure of baseline service capacity be 

stated in the same terms as those used in Step 1. 

step 3: Service Load Ratio Calculation. By now, for 

each program __ included in the planning study you should have 

identified a measure of service quantity, obtained data for 

the present and a number of prior years on the quantity of 
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service actually provided (step 1), and identified the 

appropriate level of service given the current fiscal year's 

resources (step 2). step 3 involves simply dividing the 

actual level of service provided during the current year by 

the baseline level of service determined for that program and 

multiplying the result by one hundred. For example, if a 

program has an annual baseline capacity of 4,000 person days 

of service per fiscal year, and during the current fiscal 

year 4,700 person days of service were provided, the program 

is operating at 116% of capacity (4,700/4,000) x 100 = 117. 

Table A-I provides an example of how the results of the 

three prior steps can be organized. Paragraphs describing 

how measures of baseline capacity were computed and signi­

ficant findings regarding the reasons for unusually low or 

unusually high levels of program activity should be appended 

to a table of this kind. 



Table A-l 

CORRECTIONS PROGRAM ACTIVITY LEVELS: 1977-1.981 

! 

A B C D E 

Activity Level Annual Levels of Service Provided 1981 Baseline 1981 Service Ratio 
Program Description 

Measure Used Capacity 
[( 1981 Actual + 

1977 1978 1979 1980 1981 Baseline) x 100] 

Example Program Person Days 2,000 2,300 3,800 4,400 4,700 4,000 117 

- - ,- ~- - -, .... ... .. .... ~ ..... - I- f- ... .. - -- I 
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Task 2: Service Load Projections 

This section describes the steps associated with pro­

jecting the load on each program included in the planning 

study for several years into the future. Many demographic I 

economic, and administrative variables affect program ac­

tivity levels. The same variable may influence different 

programs in various ways. Increasing numbers of young adult 

males in the community has been shown to be associated with 

an increase in the incidence of certain types of crime 

(Gibbons, et al., 1977: 161). Changes in the unemployment 

rate also will affect crime rates. Overall population 

growth influences crime levels in a number of ways. Changes 

in policy or administrati ve emphasis may show up on crime 

statistics if certain types of offenses are targeted for 

increased enforcement. Even world events such as the ouster 

of the Shah of Iran (with the resulting increase in Iranian 

heroin exports) can influence local crime rates. Because of 

the many different influences on crime rates and corrections 

program participation, developing accurate projections of 

future levels of corrections program acti vi ty is often a 

difficult process. 

Al though an ideal proj ection methodology would account 

for the many external influences that impact on the demand 

for corrections related services, such an elaborate approach 

simply is not practical given limited data, our inability to 

predict many community events and inadequate theory on the 
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specific impact of community events on corrections service 

demand. For these reasons, a simple trend line analysis pro­

jection methodology is recommended here. Although more pre­

cise projections would be preferred, the trend line approach 

will yield reasonably accurate data and the technique is much 

more workable than more theoretical models. 

The projections are based on the assumption that pre­

sent staffing I facilities 1 and other resources will neither 

increase nor decrease in real (inflation adjusted) terms. 

For this reason, in computing the service load ratio for 

future years, we will use the same baseline capacity measures 

calculated in Task 1. 

step 1: Trend Line Analysis. This 

approach for_ proj ecting program load. 

step describes an 

One way to project 

future growth in program acti vi ty levels is to look at how 

activity levels have changed over prior years and then 

extend the trend line into the future. An analysis of this 

"kind is possible only where at least two years of prior 

acti vi ty level data are availabe so that the slope of the 

trend line can be computed. In the case of programs for 

which at least two years of program activity data are not 

available, this step in the task can be skipped. 

A potential concern in trend line analysis relates to 

the constraints upon a given program to provide 

creasing quanti ties of service without associated 

ever in-

increases I 
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in program resources 0 I f a program already is operating 

well above its baseline" capacity, proj ections of continued 

growth in acti vi ty level probably are not realistic. How­

ever, because the purpose of this analysis is to distinguish 

relatively over burdened services from those that are rela­

tively less burdened, this concern does not significantly 

affect the rankings of future load levels for different 

programs. 

The computational steps necessary to perform the trend 

line analysis are as follows: 

A. 

B. 

C. 

Subtract the acti vi ty level for the earliest year 
for which data are available from the most recent 
year (see column C of Table 1), e.g.: 

.. ~CT81 ACT77 = CHANGE 

4,700 - 2,000 = 2,700 

Di vide the :result of Step A by the span of years 
involved (1981 - 1977 = 4): 

CHANGE 

(1981 - 1977) 

2,700 = 
4 675 

= Average Annual Change in 
in Activity Level (AVCH) 

Compute the average acti vi ty level for all pr"ior 
years. We do not include the current year because 
we do not yet know how it will change in subse­
quent years. 
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ACT 77 + ACT 78 + ACT 79 + ACT 80 = Average Activity 
Level (AVACT) 4 

2,000 + 2,300 + 3,800 + 4,400 
4 

= 3,125 

D. To get the average annual change in program acti­
vity level, sum AVCH and AVACT, divide by AVACT, 
subtract 1 and multiply by 100: _ 

[(AVeH + AVACT) - 1] x 100 = Avg. Ann. % Change (AV%CH) 
AVACT 

[(675 + 3,125) - 1] x 100 = 
3,125 21.6 

Step 2: Population Projections. An important determi-

nant of corrections program acti vi ty levels is population 

growth. Most local planning departments have developed 

sophisticated population projections for their communi ties. 

If local projections are not available, state projections 

should be obtained. However, if state data are used, it is 

important- that you discuss with local planners how appropri­

ate such estimates are for the area you are dealing with. 

The statistic that you are seeking to obtain is a sep~rate 

estimate of the percentage change in community population 

for each of the next three years. I f no population proj ec­

tion data are available, develop your own by performing _the 

trend line analysis described in Step 1. The only di f-

ference is that you will use community population for the 

last five years rather than program activity levels. Assume 
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that the percentage change in, population for the next three 

years will be the same. Because the program acti vi ty level 

data have been computed on a fiscal ye'ar basis, we must 

assume that population projections by calendar year will 

yield roughly equivalent results by fiscal year. 

step 3: Program Activity Level Projection. The pro-

j ection approach described here assumes that two variables, 

annual community popula'tion growth and average annual growth 

in program acti v'i ty levels in prior years: have an equal 

infl uence on program acti vi ty in future years. I f no pro­

gram activi ty le~"el data are available, use the population 

proj ection as the indicator of the likely increase in pro­

gram acti vi ty for that year. Assuming that both population 

percentage change data (POP%CH) and activity level percentage 

change data (AV%CH) are available, the computations necessary 

to arrive at estimates of program activity in future years 

are as follows: 

A. For each of the projection years, sum the average 
annual percentage increase in program activity 
(computed in Step 1 of this Task) with the pro­
jected percentage change in population for the 
projection year. Divide each sum by 2: 

AV%CH + POP%CH82 = CH%82 
2 
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21.6 + 10 2 = 15.8 

AV%CH + POP%CH83 = CH%83 
2 

21.6 + 12 
2 = 16.8 

And so on. 

Sum 100 ctnd the computed percentage change co­
efficient (CH%). Divide the sum by 100 and 
multiply the result by the activity level for the 
year prior to the year of interest (See Table A-I, 
column C): 

(100 + CH%82) x ACT81 = ACT82 
100 

100 + 15.8 x 4,700 = 5,443 
100 

(100 + CH%83) x ACT82 = 
100 

(100 + 16.8) x 5,443 = 
100 

And so on. 

ACT83 

6,357 

Step 4: Service Load Projections. For each of the 

three projection years, divide the projected activity level 

by the baseline capacity estimate developed for that program 

in Task 1 ('l'able A-I, column D). Mul tiply the result by 

100. 
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Table A-2 provides an example of how the results of 

Task 2 can be organized. Population proj ections should be 

footnoted and the projection methodology should be described 

or referenced to this workbook. 



Table A-2 

CORRECTIONS PROGRAM ACTIVITY LEVELS: 1982-1984 

., 

Avg. % Change in Activity Level % Population Change Program Activity Level 
Program Description 

No. Prior Years Avg. % Change 1982 1983 1981& 1982 1983 1984 

Example Program -'_ 4 21.6 10 12 8 5,443 6,357 7,298 

------- -- ----

Service Load 

1982 1983 1981& 

136 159 182 
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Task 3: Reallocating Service Load 

This Task describes a method for identifying related 

corrections programs and making comparisons about relative 

load levels. The approach described here relies heavily on 

graphic techniques. It allows for a straightforward presen­

tation of the results of the system load analysis to plan-

ning project decision makers 

administrators. 

and corrections program 

Step 1: Program capacity and Load Diagraming. This 

step involves drawing diagrams to represent the total capa­

ci ty and present load on the, corrections programs included 

in the planning' study. If you are acquainted with Venn 

Diagrams, this process will seem familiar to you. The 

process described in this step focuses on one program. To 

complete this step, the process must be carried out for all 

programs included in the planning study. From Table A-I 

(columns C and E), identify the current activity level and 

baseline capacity for a particular program. Using graph 

paper, draw a square to represent the baseline capacity of 

the program (define how many cases, person ·years, etc. are 

presented by one of the grid squares on the paper). Fill in 

wi th lines the portion of the square that represents the 

current activity level. If the program is operating in 

excess of its baseline capacity, represent the overflow 
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using a dashed line for the boundary. Note the following 

example: 

Program A Program 8 Program C 

Load = 100% Load = 50% Load = 125% 

Program A in the diagram above is shown to be function­

ing right at its capacity. Prog~am B has a system load of 

50%. Program C is overloaded by 25%. 

Step 2: Functional Grouping. For many persons pro-

cessed through the corrections system, there may be a number 

of possible placements. Some people may be placed inappro­

priately. That is, they should be receiving other services 

or no services at all. In other cases, it may be that there 

is little difference as to which of several programs a 

person may be enrolled in. This situation applies particu­

larly to the instance in which several of the same types of 
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services are provided in the same area by different depart­

ments or agencies. 

Identifying overlaps between corrections programs first 

requires a determination of what is meant by "appropriate 

placement. II A placement may serve a number of different and 

possibly competing purposes. For example, a placement deci­

sion may involve consideration of any or all of the following 

purposes: 

• punishment; 

• protecting society from the offender; 

• obtaining some restitution from the offender; 
and 

• rehabilitation. 

An evaluation of alternative placements will require a 

candid examination of the purposes which a placement serves. 

Coming to the decision that, in fact, it is possible for two 

or more corrections services to share placements implies that 

a fundamental policy decision has been made regarq,ing the 

purposes \'1hich a placement serves and the functional compar­

ability of two program options. 

Depending on the conditions surrounding a particular 

placemen't decision, identifying alternative placements may 

be more or less controversial. For example, where a signi­

ficant portion of jail beds are occupied by alcoholics, the 

decision to place these individuals in a community shelter 

may be relatively uncontroversial. Alternatively, placing 
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violent offenders in a group home may fail to meet a number 

of the purposes associated with the placement decision. 

It also is important to note that implementing a client 

reallocation strategy will require support from the agencies 

making placement decisions (i.e., the courts, probation 

agencies). There is a natural tendancy for individuals mak­

ing placements to minimize societal risks, either real or 

imagined, associated with a particular placement. The imple­

mentation o.f a plan to reallocate client load to al ternati ve 

placements will require an extensive process of cooperation 

wi th all involved agencies to ensure that appropriate place­

ments are made. The societal risks of placing some offenders 

in less restrictive environments are apparent t,o all. How­

ever, the costs to taxpayers of continuing to expand secure 

residential facilities and the social costs of insti tution­

alizing large numbers of marginal offenders also must weigh 

heavily in these policy considerations. 

This step involves grouping all programs which have 

some degree of overlap. It is not necessary that programs 

completely overlap with each other, only that some relation­

ships exist. The figure below illustrates how the function­

al grouping of various programs could be portrayed: 
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Program " /gramB Pro ram D 

Program C Program E 

Program F 

The above figure indicates that Program F stands alone. 

There is no other service in the community that can, to any 

degree, appropriately share clients with Program F. Pro ... 

grams D and E form a distinct pair. The figure indicates 

that an unspecified number of persons in Program D could be 

placed appropriately in Program E and vice versa. The 

cluster of services including Programs A, B, and C indicates 

that all of these programs, to some degree, co~ld share 

clients. It is important to stress that this analysis does 

not require that all persons placed in a particular program 

be sui table for an alternate program for the programs to be 

related. 

step 3: Program Overlap Analysis. This phase of the 

analysis involves estimating the portion of cases in each 

program that appropriately could be placed in related pro­

grams. These estimates require a good working knowledge of 

the nature of the programs included in the planning study 
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and the individuals that are served by them. 

should be conservative and a written explanation 

quantification of the overlap should be prepared. 

Estimates 

for the 

For example, if Program C is a jail and, on average, 

about 15% of the j ail space is occupied by alcoholics who 

have been incarcerated for public drunkenness with no related 

misconduct, then this group could be considered eligible for 

some less restrictive al ternati ve. Perhaps ther,e is a com­

munity shelter which would be appropriate for this indivi­

duals (e. g., Program A). Applying a conservative margin, 

approximately 12.5% of Program C clients ( alcoholics) are 

deemed appropriate for Program A. Placement decisions, of 

course, would be carried out on an individual basis. 

To show graphically the portion of a particular pro­

gram's clients that could be placed in another program, 

shade the number of grids corresponding to that number. The 

resul ts of the overlap analysis could appear as the figures 

below. The figures indicate that a certain percentage of 

the capacity of programs A and C could be allocated to other 

programs. 
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Program B 

Load = 50% 

Eligible for A = 0% 
Eligible for C = 0% 

Task 4: Client Reallocation 

Program C 

Load = 125% 

Eligible for A = 12.5% 
Eligible for B = 12.5% 

In this task, the procedures necessary to develop 

recommendations regarding the shifting of client load are 

described. T~e_ goal of this process is to identify how 

client placements may be altered to reduce overloads and to 

better utilize resources. Rather than to change the place­

ments of existing clients, alteration of screening and 

placement processes may be the best method to achieve the 

reallocation. 

step 1: Creating a Common Denominator. It is impor-

tant to note that the overall capacity of different programs 

varies widely and to reduce the overload in C by a few 

percent by moving clients into A and B might cr~ate signifi­

cant overloads in those services if they have relatively 

small capacities. 
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For each cluster of related programs, it is necessary 

to create a common denominator. The best approach is to use 

the individual client. What is the extent of service pro­

vided to one client during a year relative to the total 

capaci ty of the program? For a detention facility with a 

baseline capacity of 80,000 person days of service per year 

( e. g., 230 beds with a 5% vacancy factor) and an average 

detention period of 50 days, one client represents about one 

sixteen hundredth of annual capacity. For a drug rehabili­

tation program with a capacity of 800 clients per year, one 

client represents one eighth of one percent of capacity. To 

reduce the detention program's load by one percent by plac­

ing 16 people in the drug rehabilitation program would 

increase the rehabilitation program's load by 4 percent. 

Once the number of interchangeable "annual client service 

units II have been computed, the relative capacity of the 

programs included can be shown graphically in terms IIser"ice 

units". service units represent the baseline number of 

clients which, on average, each program can serve in a given 

year. 

Note the difference between service units and the 

capacity measures developed in Task 1. . A service unit is 

the portion of a particular program's total annual capacity 

necessary to meet the average needs of one client. In the 

case of the detention program in the example above, one 
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service unit equals 50 person days. By using the same 

graphic techniques employed in Task 3, except using the 

service unit as the common measure, the relative "size ll of 

each program can be illustrated. It is necessary to use the 

same number of service units per grid cell 'in these draw­

ings. 

Program A 

Load = 100% 

Eligible for B = 400 s. u .. 
Eligible for C = 400 s.u. 
Baseline Capacity = 

1,600 s.u. 

Program B 

Load = 50% 

Eligible for A = 0 s. u. 
Eligible for C = 0 s.u. 
Baseline 'Capacity = 

aoo s. u. 

Scale: aoo service units (s.u.) per inch. 

Program C 

Load = 125% 

Eligible for A = 200 s. u. 
Eligible for B = 200 s. u. 
Baseline Capacity = 

1,600 s.u. 
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step 2: Shifting Client Load. The example drawings 

from Step 1 of this task indicate that Program C is over­

loaded by 400 service units. We know from step 3 of Task 3 

that one quarter of the baseline capacity of Program C 

clients could be placed appropriately in Programs A and B 

( in equal amounts). Program B has excess capacity of 400 

service units (50% of baseline capacity). Al though Program 

A is operating at full capacity, 200 clients could be shift­

ed to Program B to make room for clients from Program C. 

The simple solution of moving all overflow from Program C to 

Program B will not work because only half of· the amount of 

the overflow could be placed appropriately in Program B. 

The IIsolution lt to the example overload situation discussed 

here is shown graphically below. 

Program A 

Load = 100% 

Eligible for B = 200 
Eligible for C = 600 

Program B 
200 to B 

200 to A 

Load = 100% 

Eligible for A = 200 
Eligible for C = 200 

Program C 

Load = 100% 

Eligible for A = 0 
Eligible for B = 0 
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It is likely that many ureal life" situations will 

arise when it is not possible to completely eliminate over­

loaded conditions by reallocating eligible clients to pro-

grams with available capacity. I f there still are clients 

in an overloaded program who could be placed appropriately 

in other programs after all extra capacity in these programs 

has been filled, the option exists to overload these pro­

grams with clients from the progralll of interest to balance 

the degree of overload across the group of related programs. 

This decision. to selectively overload all programs should 

take into account the relative impact of overloading on each 

program. The concern here .is that overloading may be more 

damaging to some programs than to others. 

To the extent that recommendations to shift client load 

are implemented, projects of program activity level and load 

should be revised. Revising the projections can be done by 

translating service units back into 

applying the appropriate multipliers 

capaci ty measures and 

for projected years. 

In order to perform the cost analysis described in Appendix 

B, it will be necessary to have service load projections 

under both situations. 
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EXERCISES 

1. Develop service level measures for each of the social 
serv1ce and corrections related programs identified in 
the flowchart completed in conjunction with Chapter 3. 

2. Identify the baseline capacity of each of the programs 
for which service level measures were developed. Be 
sure to use the service level measures for the unit 
measurement. 

3. Identify the prior activity levels of the programs for 
which service and measures were developed. 

4. For the current fiscal year, calculate service load 
ratios for the programs you are working with. Taking 
the results from the first four exercises, fill in a 
table similar to Table A-1 in this appendix. 

5. Perform a trend line analysis for the programs you are 
working with. 

6. Identify the area population growth for the next three 
years and record it as a percentage change per fiscal 
year. 

7 . Using the results of the trend line analysis in Exer­
cise 5 and the population proj ection from Exercise 6, 
project program activity levels for three years. 

8. Calculate service load proj ections for three years. 
Taking the results form Exercises 5 through 8, fill in 
a table similar to Table A-2 in this appendix. 

9. Diagram program capacity and load according to the 
process described in Task 2, Step 1. 

10. Group programs according to their capabilities to 
appropriately share clients. 
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11. Perform an overlap analysis on the programs that were 
grouped in Exercise 10. 

12. Create common denominators (service units) for each of 
the cluster of related program identified in Exercise 
10 and illustrate the relative capacities of the pro­
grams graphically. 

13. Using the graphics developed in Exercise 12, shift 
client load in each of the clusters of related pro­
grams to minimize program overloads. 

14. Revise service 
based . on the 
Exercise 13. 

activity level and load projections 
reallocation strategy developed in 

. 
15. Using the revised proj ections, graphically illustrate 

the impact of projected growth on program load if 
program resources are held constant. 
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SYSTEM COST ANALYSIS 

Scott Brown, Ph. D. 
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SYSTEM COST ANALYSIS 

Overview 

Purpose. The purpose of the cost analysis is to 

estimate the funding necessary to meet program demand in 

future years under a number of different scenarios. This 

appendix describes the procedures for estimating the. costs 

of providing social and corrections related services under 

the following three different situations: 

• Present Trends. -Assumes that present load 
level of overloaded programs will be main­
tained and the load level of other services 
will not exceed 100%; 

• Demand Reallocated. Same as Present Trends 
analysis except that the redistribution of 
system load based on the procedures in Appen­
dix C is used as the basis for cost analysis; 
and 

• Demand Real1ocated/NO Overload. Same as 
Demand Reallocated Approach except that 
sufficient resources necessary to keep all 
programs from being permanently overloaded 
are provided for in ~~~ cost analysis. 

The System Cost Analysis depends upon the System Load 

Analysis described in Appendix A for much of its data. The 



B-2 

System Load Analysis is a method for comparing social and 

corr.ections service demand with system capacity in order to 

identify ways to reallocate service load so that overloaded 

conditions can be reduced and available resources better 

used. Resul ts of the System Load Analysis that are impor-

tant inputs in the System cost Analysis include: 
, 

• projected service demand based on current 
trends; 

• program baseline capacity; and 

• actual Service load. 

In order to perform the reallocation of system load, 

it is n~cessary to hold program resource levels fixed. Al­

though there are mathematical techniques for computing 

optimal allocations of service demand and resources simul-

taneously, they are beyond the scope of this workbook. Y 

Assuming that much of the work associated wi th the optimal 

allocation of demand has been achieved through tile pro­

cedures described in Appendix A, we can now take a look at 

program costs and determine what resources will be required 

to maintain the present level of service quality and what 

extra costs would be associated with increases in service 

quali ty (i. e. , no overload scenarios). The cost analysis 

also enables us to identify ways to achieve cost savings 

without making sacrifices in service quality. 

Y These techniques, called linear programming models, are 
described in Cooper, L., Bhat, U. and LeBlanc, L. Introduc­
duction To Operations Research Models (Philadelphia: W.B. 
Sanders Co., 1977). 

I 
I 
I 
I 
I 
, 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 



I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

B-3 

Organization. The appendix opens with a discussion of 

cost analysis in general. The following sections present 

the tasks associated wi th System cost Analysis. Task 1 in­

vol ves the procedures to gather and compile necessary cost 

data. Task 2 describes the "present trends II cost analysis 

procedures. Task 3 involves the "demand reallocated" cost 

analysis. The "no overload" analysis is described in Task 

4. Following the cost analysis tasks, a section of the 

appendix describes how to present the results of the cost 

analysis and discusses data interpretation. At the end of 

the appendix, a sample of exercises related to the cost 

analysis tasks are included. 

General Concerns Regarding Cost Analysis 

Cost Estimates Are At Best Very General. Estimates of 

the future, and even current, costs of social and correc­

tions related programs are just that -- estimates. For many 

programs, it is difficult to obtain accurate and complete. 

cost data. For some programs, cost information is buried 

in general agency funding data and nearly impossible to dig 

out. Assuming accurate cost data can be obtained, the prob-

'lem of providing good service capacity data can be a barrier 

to calculating the relative costs of different program al­

ternati ves or proj ecting costs based on demand data. Spe­

cific events that affect the cost of providing services and 

inflation in general also can act to throw off cost proj ec-

tions. In sum, cost analysis should be entered into with 
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the resolve to provide the most accurate estimates possible, 

but with the recognition that a certain amount of error is 

bound to creep into the calculations. 

Economies of Scale Must Be Taken Into Account. Many 

social and corrections related services benefit from substan­

tial economies of scale. Economies of scale refer to reduc­

tions in servic~ uni t costs associated with increases in 

program capacity. For example, on a per client basis, it 

would be very inefficient to construct a one-person jail. 

Alternately, beyond a certain size, many services have 

negative economies of scale because the service or facility 

becomes unmanageable and program overhead costs skyr.ocket 

while service quality drops. To pe:r;form the cost analysis, 

it is necessary to designate a specific program or facility 

size upon which service unit cost estimates are based. 

Moreover, the analysis must recognize that half a j ail or 

three quarters of a drug rehabilitation program are not 

. practical responses to overloaded facilities or programs. 

In other words, it is necessary to designate the smallest 

number of service units associated with a cost-effective 

increase in service capacity for each program. 

Cost Analysis Is Not Meaningful Without a Good Under­

standing of Program Benefits. One way to reduce the per 

client (service unit) costs of a jail is to overcrowd it. 

By substantially increasing the inmate population without 
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significantly increasing overall facility capacity, sub­

stantial cost efficiencies can be realized (assuming there 

are no costly riots). The method described in this appendix 

assumes, as a minimum, that social and corrections related 

service quality will be maintained at traditional levels. 

Attemp:ts to use this analysis to advocate service overload­

ing as a way to reduce costs fail to recognize that these 

programs exist to serve a purpose. Defeating the purpose 

of a program to save money is a far worse alternative than 

providing no service at all. 

Quantitative Analysis is Only One Aspect of the Budget­

ary Process. Spending tax dollars is primarily a political 

activity. Although the numbers that result from a carefully 

conducted System cost Analysis can be very persuasive, if a 

particular programmatic option is contrary to strong com­

muni ty values, that option will find little support among 

local government decision makers. Similarly, a program 

option that is likely to put a large number of government 

employees out of work will be unpopular in the bureaucracy. 

Achieving meaningful reform is a difficult process. Being 

armed with a high guali ty cost analysis will help, but to 

achieve change, the full constellation of political and com­

muni ty decision makers will have to be brought into agree­

ment. 
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Task 1: Cost Data Gathering 

The purpose of this task is to identify the present and 

near-term costs of providing specific social and correc­

tions related services. These costs must be expressed in a 

form that is meaningful to the service capacity planning 

process. Beyond quantifying what a .specific program costs, 

it is necessary to estimate the average cost of serving one 

client (cost per service unit). 

step 1: Gather Program Cost Data. For each of the 

social and corrections related programs slated for inclusion 

in the planning study, all available cost data must be 

compiled. Program budgets, accounting resources management 

systems and accounting staff are important information 

sources. A significant part of this analysis involves 

identifying any off-budget or other obscure costs associated 

with the program. For example, are there administrative 

costs not included in the budget line item? Is debt service 

on bonds included? cost data should be compiled on a fiscal 

year basis. Once the information has been assembled, the 

results should be discussed with relevant administrative 

personnel to assure that the results are complete and 

accurate. 

The treatment of capital and other upfront costs of 

implementing some social and corrections related services 

can complicate the cost analysis. For those services that 

have minimal upfront costs, determining annual program costs 
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is fairly straightforward. For example, a program in which 

facility space and equipment are rented will have relatively 

fixed costs from year to year assuming cost data are 

inflation adjusted and program services are held constant. 

A program involving a large front end construction 

expendi ture can be budgeted in a number of ways. I f life 

cycle costing is used, the annual debt service on the loan 

(for example, bonds) and necessary maintenance reserves can 

be budgeted much like rent. Where an appropriated amount of 

money is used to pay for the cost of construction ou'Lright, 

the II rent II for the facility won't show up in annual cost 

data. One way to deal with these upfront costs is to arti­

fically distribute them throughout the life of the facility 

as if the money had been borrowed and was being paid back. 

To convert an upfront cost to monthly "rent" the fol~ 

lowing information is required: 

Annual Interest Rate: i 

Effective Life (months): n 

Upfront Costs: c 

( .12) 

(360) 

($1,000,000) 

To calculate the monthly "rentll the following formula 

is used: 
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c = monthly "rent" 

To compute the monthly "rent ll the following steps can be 

taken: 

1. i/12 = im (im - monthly interest cost) 

e. g. : 

2. 

3. 

4. 

e. g. : 

1-Y 

e. g. : 

c 
z 

e. g. : 

.12/12 = .01 

1 = y 

1 
(1+.01)360 

= Z 

1-.0278 
.01 = 

= .0278 

97.22 

= monthly "rent" 

$1,000,000 
97.22 = $10,286 

The approach above equates spending a certain amount of 

money in Year One with the monthly expenditures associated 

with borrowing the money and then paying off the loan. 
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Al though there may be no expenditure associated with this 

form of "rent", this procedure for distributing the costs of 

an upfront expenditure over the life of a facility allows 

for comparison ~f the true costs of different social and 

corrections-related options. Again, it is important to 

stress that this procedure for imputing monthly rent will be 

necessary only where an upfront appropriation is used to 

finance a facility. 

Another important concern in cost data gathering 

involves obtaining data that accurately distinguish the 

current cost of providing service from the marginal cost of 

increasing service capacity. This distinction takes into 

account the fact that a j ail which was built twenty years 

ago and financed with bonds yielding 3% interest will have a 

far lower "rent \I than a new facility financed with municipal 

bonds at 10%. 

Programs that do not have substantial upfront costs 

will have a marginal cost per service unit very similar to 

the average cost per service unit, assuming that attention 

has been paid to economies of scale of providing service. 

For example, an alcohol abuse program may require an 

instructor, a classroom, and minimal administrative overhead 

to serve 150 people (assuming several different classes). 

To double the capacity of the program would roughly double 

the total cost (rent, personnel, and administration). 

However, to. increase capacity by 50% also would likely 

double the total cost because the additional classroom space 
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would have to be obtained, another counselor hired and 

administrative costs incurred. In this way, if certain 

economies of scale are attended to, budgeting for services 

wi thout large upfront costs may involve simply increasing 

costs directly proportionate to the increase in service 

capacity. 

The reason that programs involving large upfront capi­

tal expenditures must be treated differently is that the 

rent for the special facility does not necessarily increase 

with inflation. By financing capital costs with long term 

fixed interest rate bonds, the debt service costs on the 

facil~ ty remain fixed despite the fact that inflation con­

tinually acts to push up the replacement cost of the facili­

ty. Hence, when time comes to build an additional facility, 

or replace the old one, the increase in monthly debt service 

cost can be substantial. Furthermore, twenty years ago, 

long-term municipal bond interest rates were less than 5%. 

As of this writing, municipal bond interest rates are over 

10%. The high cost of financing, brought on by inflation 

and an unstable monetary supply, is another significant rea­

son why it is so much more expensive to build jails now-than 

twenty years ago. 

The best way to gauge the marginal cost of increasing 

service capaci~:·.y is to have a study done which takes into 

account planning costs, site acquisition and preparation, 

materials, labor r and financing. Then, using this informa­

tion, the monthly debt service associated with financing an 
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increase in service capacity can accurately be planned. 

Wi thout the benefit of a major study, contacting other local 

governments to find out the costs they incurred in building 

comparable facilities during the past several years could be 

workable. A final approach would involve selecting a compa­

rable facility, built wi thin the last ten years and inflat­

ing the total development cost by ten percent per year (a 

liberal inflation rate assumption) up to the present. Then, 

using the current municipal bond interest rate (assume 10%), 

compute the monthly "rent" using the calculations described 

earlier i~ this step. 

. step 2: Checking for Economies of Scale. For each 

social or corrections related program included wi thin the 

cost analysis, the minimum meaningful service or facility 

size must be identified. For example, the alcohol abuse 

program described in step 1 had a cost effecti ve minimum 

size of 150 service units (assuming the classes last one 

year). To calculate the average cost per client served 

(service unit) it is necessary to identify the appropriate 

program or facility size. What are the typical units that 

planners have used in thinking about service capacity: 

• class? 

• group home? 

• jail wing? 

• case worker? 
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What is the average baseline service unit capacity of 

the typical service providing program or facility? This 

step recognizes that service demand measures (expressed in 

terms of client needs) are not the same as service supply 

measures (e.g., classes, group homes, etc.). In this step 

we identify the typical unit of service supply. 

To complete this step, all of the costs (rent, staff, 

supplies, administration, etc.) of providing the typical 

unit of service supply for each program must be determined. 

If total program costs have been identified from Step 1; it 

is possible to simply divide total program costs by number 

of service providers, classes, or activities that are fund­

ed. This is a rough estimate, but for planning purpo,ses it 

will serve in the absence of detailed cost studies. 

step 3: Cost Per Service Unit. This step involves 

simply dividing the annual cost of the minimum cost effec­

ti ve program service or facility by the average baseline 

capacity (service units) of that program or facility. The 

resul t is the cost per service unit of the facility or 

service assuming that the service is operating at its base­

line capacity. 

steE 4: Inflate the Cost. To project the cost of 

providing social and corrections related services in later 

years, it is important to take inflation into account. In 

this step, services that do not involve sUbstantial capital 
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costs must be distinguished from services with capital 

costs. Those services without capital costs can be inflated 

in a straightforward fashion by increasing the cost per 

service unit at a rate of 10% per year (or another infla­

tion rate if it is deemed more appropriate). 

services involving substantial capital cost must be 

treated differently. For existing facilities, monthly "ren­

'tal" costs, including debt service on lands or the imputed 

"rentll for facilities built from appropriations, all remain 

fixed. Other costs, including administration, staff, main­

tenance, and supplies, all should be inflated. These cal­

culations will yield the annual cost of maint~ining exist­

ing facilities. The marginal cost calculations described 

in step 1 should not be confused with these calculations. 

Table B-1 provides a framework for tabulating the 

results of Task 1. The analysis of funding sources should 

be appended to this table. Note that column D of the table 

corresponds to the costs of providing service for programs 

with minimal capital costs and the costs of operating exist­

ing services with major capital costs. Column E can be used 

to record the cost of building new facilities or providing 

additional services whereas the costs of operating existing 

services are less than the costs of providing additional 

service capacity. 



Table B-1 

PROGRAM COST DATA SUMMARY TABLE 

A B C D E 

Total Budget Ave."age Facility: 1981 
Projected Cost I Projected Marginal Cost I 

Program Description Service Unit Per Service Unit 

1981 Slze* I Cost I Cost IService Unit 1982 -L'98~J 1981t 1982 I 1983 I 1981t 

*Service Units - - - - - - - - - - - -. - -, -. - - - -
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Task 2: Present Trends Cost Analysis 

The purpose of this task is to identify the costs of 

maintaining the present level of service load relative to 

changes in service demand over the next three years. This 

analysis makes four general assumptions: 

• Underutilized services (services with loads 
at less than 100%) will have their capacities 
increased only after their load has reached 
100%. Once load has reached 100%.' capacity 
will be increased only enough to the keep the 
load from exceeding 100%. 

• 

• 

Overloaded services (services with loads over 
100%) will have their capacities increased 
only enough to maintain the level of over­
loading experienced during the current year 
of the planning study. 

~~:;; reallocation of client service load based 
on the Service Load Anaylsis has been imple­
mented. 

• No reallocation of program resources based on 
the relative cost effici.ency of various pro­
gram alternatives will be implemented. 

Assuming the calculations required by the Service Load 

Analysis have been completed and the cost data described in 

Task 1 have been accumulated, the procedures associated with 

this task are straightforward. 

step 1: Project Necessary Service Capacity. In the 

System Load Analysis, the likely demand for program services 

in future years was calculated in terms of service units . 
. 

To determine the necessary service capacity to meet this 

demand (e.g., the minimum number of caseworkers, cla~srooms, 

facili ties, etc.) , di. vide the total demand by the average 

,. 
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service providing unit baseline capacity. In the case of I 
services that currently are overloaded, we wish to provide I 
only enough capacity to maintain that level of overload. We 

take the overload into account by augmenting the baseline 

capaci ty of the service providing unit by an overload fac­

tor. In the case of services that currently are not at 100% 

load, we assume full load in later years. Note that it is 

necessary to round up when doing the di viRion since we can­

not provide half a class, caseworker, or residential facili-

ty. 

To project the necessary capacity, the calculations for 

one program included in the planning study are as follows: 

ACT82/(FAC x LOAD81) = 
100 NFAC82 

Where: ACT82 

FAC 

= Program activity level in 1982 
expressed in service units 

= Average annual service provid­
ing capacity (in service units) 
of the appropriate service 
providing unit (e.g., case­
worker, class, residential 
facility) 

LOAD81 = Current year percentage load 
of overloaded facilities, set 
this value to 100 in the case 
of programs with a load less 
than 100. 

NFAC82 = The number of service providing 
units necessary to meet demand. 
Note that it is necessary to 
round up - e.g., no partial 
facilities, caseworkers, etc. 
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The procedure described above must be carried out for 

each of the three years for which service demand and capa-

ci ty information is being proj ected. For example, to com­

pute the 1983 service capacity requirement, the calculation 

would be: 

ACT83 / (FAC x LOAD81) - NFAC83 
100 -

Note that 1981 load level is used in all the equations 

because our aim is to maintain the present level of load on 

the system. 

step 2: Calculate The Cost Of Providing Service. This 

step has two distinct parts. In the first part, the techni­

ques for computing the cost of providing service for pro­

grams with minimal upfront capital costs are computed. In 

the second part, the cost calculation procedures related to 

increasing the capacity of programs with significant upfront 

costs are described. 

For programs in which the marginal costs of providing 

additional service capacity are not significantly greater 

than the cost of maintaining current service capacity I the 

translation of future service capacity requirements into 

cost information involves multiplying the number of service 

providing units required in each year by the' average total 

cost of the service providing unit. 
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Using the cost data obtained in Task 1, the average 

total cost of a service providing unit can be obtained by 

mul tiplyi.ng the average cost per service unit ( in a given 

year) by the average number of service units provided by a 

given service providing unit. For example, if the total 

cost of providing a person with alcohol abuse rehabilitation 

services in a gi ven year is $2,000 and the average alcohol 

abuse center has a capacity of 150 service units I then the 

annual cost would be $,300 1000. These costs must be computed 

separately for each of the three proj ection years because 

inflation will act to increase costs. 

To obtain the total program related cost, simply multi­

ply the average total cost of a service providing unit for 

the year in' question by the number of service providing 

units required (computed in step 1 of this task). 

For programs with significant upfront capital costs, 

the cost projection method involves a few more computations. 

First of all, calculate the cost of providing the existing 

level of service capacity in future years. In other words, 

wi thout adding any new facilities I what will be the cost of 

providing service for the next three years taking inflation 

into account? To compute this cost estimate, simply multi­

ply the number of service units provided in the current year 

by the cost per service unit for each of the next three 

years. 

For programs with major capital costs, it is then nec­

essary to factor in the marginal cost of adding capacity. 
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For the year following the current year, if no additional 

service capacity is required, the baseline cost estimate 

will serve. I f one or more new facilities must be brought 

on line, the marginal annual cost per service unit for the 

number of additional service units must be added to the cost 

total for that year and for all subsequent years. I f an­

other facility must be added in the third year f the same 

procedure applies. 

When adding marginal costs of expanding service capa­

ci ty to .the running to"tal, this analysis assumes that these 

costs will be incurred immediately during the year in which 

these facilities are rl~quired and then continuallY as long 

as? these facilities art: in existence. This is a conserva­

ti ve assumption since construction delays may prevent these 

facili ties from going into operation for one or more years 

from the time that they are actually needed. 

Task 3: Demand Realloca~ted Cost Analysis 

This task is exactly the same as the Present Trends 

cost analysis described. in Task 2 except that, rather than 

using the service demand data projected from present trends, 

the service demand data obtained from the load reallocation 

process described in Appendix A are used. 

Performing this analysis is an effective means to de­

monstrate the co'st impacts associated wi til implementation of 

the load reallocation process. In many cases, despite the 

fact the overloaded conditions will have been substantially 
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reduced, the cost analysi~ will indicate that the actual 

costs of providing service will have stayed the same or de­

creased. costs will be less under the demand reallocated 

scenario particularly when demand has been shifted from ser­

vices with substantial capital costs to those .in which mar­

ginal costs are roughly the same as average costs per ser­

vice unit. 

To perform this cost analysis, simply replace the ser­

vice demand data used in Task 2 with the service demand data 

tnat were the outcome of reallocating demand as described in 

~~e system Load Analysis in Appendix A. 

Task 4: No Overload cost Analysis 

This task also has .the same computational procedures as 

Task 2 I except that there is no provision for overloading. 

Completing this task will indicate the costs of providing 

social and corrections related services if service capacity 

is increased to prevent any program from exceeding its base­

line service capacity. This task could be performed using 

the "demand reallocated" data tha.t were used in Task 3 or 

the "present trends" data that were used in Task 2. It is 

recommended that the "demand reallocated" data be used be­

cause total costs will be less under. the situation in which 

resources are most efficiently allocated. 

The only computational difference between the analyses 

performed in this task and those performed in Tasks 2 and 3 

is that no overload factor is included in the calculation of 

I 
II 
I 
I 
I 
I 
I 
·1 
I 
·1 
I 
,I 
I 
I 
I 
I 
I 
I 
I 



I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
'I, 
I 
I 
I 
I 
I 
'I 
I 

B-21 

annual service capacity requirements. 

this equation: 

ACT82 - (FAC x LOAD81) - NFAC82 
100 -

This equation is used: 

ACT 82 - FAC = NFAC82 

So, instead of using 

The rest of the computations are exactly the same. To 

the extent that there is significant overcrowding in the 

system, the costs associated with eliminating overloaded con­

ditions could be substantial and this task will show much 

higher costs than either of the two previous ,tasks. 

Presenting and Interpreting Results of the Cost Analysis 

Table B-2 provides a possible way to organize the 

resul ts of the cost analysis. The table can be used to 

illustrate increases in social ~and corrections related 

program costs over a three year period under present condi­

tions. The comparative savings associated with a realloca­

tion of system load can be shown. Finally, the cost of 

providing services without overloading service capacities 

can be illustrated. 

This information can be used to support the process of 

budgeting f,'Jr social and corrections related services. The 

analysis provides a carefully derived set of estimates 

regarding the costs of existing services based on expected 

growth in demand over the next three years. 



Program Description 

!Table B-2 
j 

RESULTS OF THE COST ANALYSIS 

Present Trends Demand Reallocated 
Costs Costs 

1982 1983 1984 1982 1983 1984 

. 

No Overload 
Costs 

1982 1983 1984 

to 
I 

,N 
N 

- .. ' .. _ ....... _ ........ -, .... ---
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To the extent that the demand reallocation process 

allows for better quality social and corrections related 

services without increases in service capacity, the cost 

analysis can illustrate the cost savings associated with the 

process and can be used to support implementation of demand 

reallocation policies. 

One of the more general purposes to which the cost 

analysis data can be applied involves decision making relat­

ing to ma'j or expenditures to expand the capacity of services 

wi th high marginal costs. I f the analysis indicates that a 

maj or capital expense will have to be incurred in the near 

future, . it may be possible to postpone increasing the ser­

vice capacity by increasing the capacity of related services 

that have comparatively low marginal costs. Developing 

recommendations along this vein would require examining the 

related programs grouped during the load analysis to deter­

mine the extent to which excess demand could be appropri­

ately reallocated to other programs that do not have high 

marginal capacity expansio~ costs. If the option exists, 

then it would ~e necessary to compute the cost analysis 

based on the new demand data that results from policies to 

shift a portion of clients to the services that do not have 

high costs associated with capacity expansion. 
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EXERCISES 

human or corrections related program for which 
load analysis data are available, determine the 

cost of operating the program for the current 
year. 

2. For the program in Exercise 1, determine: 

3. 

I . 

A. The average' cost-effective facility/service size; 

B. The average cost per service unit. 

C. The marginal cost of providing additional service 
capacity. 

Assuming an 
life of 30 
compute the 
facility. 

annual interest rate of 10%, an effective 
years and an upfront cost of '$1 million, 
monthly imputed 1/ rent II of a corrections 

4. For the program in Exercise 1, inflate the average cost 
year service unit at a rate of 10% per year for three 
years. 

5. For the program in Exercise 1, perform a Present Trends 
cost analysis. 

6. For the program in Exercise 1, perform a Demand Reallo­
cated cost analysis. 

7 . For the program in Exercise 1, perform a No Overload 
cost analysis. 
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DATA ELEMENT EXAMPLES 



- - - -

Pre confinement 51 

Number of arrests· 

Number of citation 
releases 

Number of persons 
participating in 
diversion programs 

- - .. 

Nonresiden"tial 
Programs !?I 

Type of program 

Capacity 

Average case­
load size 

Staff size 

- - - - -
Appendix C 

DATA ELEMENT EXAMPLES 

Residential 
Confinement £I 

Confinement facil­
i ty (e. g ., j ail 
alcohol detoxifi­
cation center, 
halfway house) 

Capacity 

Post 
Confinement QI 

Type of program 

Capacity 

Residential or 
nonresidential 

Staff size 

- - -

costing ~I 

Facility rent: 
real or imputed 

Personnel 
administration 

Materials and 
supplies 

- '-

other 
Descriptive 
Information Y 

-

Number of commu­
nity corrections 
programs that no 
longer exist 

Type of commu­
nity corrections 
programs that no 
longer exist 

~I The preconfinement category refers to information about the processing by law enforcement and the courts of indivi­
duals through the system. It also includes all data element pertaining to existing pretrial and diversion programs. 

!?I The nonresidential category includes all programs in which a person may be sentenced ,including probation. This 
category does not include pretrial options such as diversion programs. 

£I The residential confinement cagetory includes all facilities in which a person may be confined. 

Q/ The post confinement category refers to programs serving as conditions of release from confinement, including 
parole, halfway houses, etc. These programs may be either residential or nonresidential. 

~ Costing refers to information needed to estimate the funding necessary to meet program demand in future years. 

Y In addition to a quantative assessment of the information gathered, the planning group must familizrize itself 
with the state laws, county ordinances, and the missions and goals of the various programs. The group should know 
what the political realities are and how to anticipate the citizenry's reaction to proposed changes in the cri­
minal justice and human service system. Community demographics refers to information describing your community 
and its members. 

() 
I 
I-' 

-



-

Preconfinement ~/ 

Arresting charge 

Number of persons 
released through 
such options as 
third party re­
lease, release on 
recognizance, bail, 
etc. ( I denti fy 
pretrial release 
options available 
and determine the 
number of persons 
to use that program 
over a period of 
-time) 

Amount of bail re­
quired 

Failure to appear 
rates for those re­
leased pretrial (by 
method of release) 

Time between arrest 
and pretrial con­
finement 

- - -

Nonresidential 
Programs Q./ 

Average length 
of client par­
ticipation 

Length of man­
datory partici­
pation in pro­
gram, if such 
exists 

Type of offense 

.. .. -

Appendix C (continued) 

DATA ELEMENT EXAMPLES 

Residential 
Confinement £/ 

Average daily 
population 

Staff size 

Average length 
of stay 

Total person days 

Type of offense 

Length of sen­
tence 

Type of program­
matic services 

- - -

Post 
Confinement ~ 

Average length of 
participation 

Type of offense 

Type of services 
offered 

.. .. 

Costing !!y 

Bond debt 
service 

Marginal costs 

Service econ­
omies of scale 

- .. '-, " 

other 
Descriptive 
Information Y 

Client profile 
(e.g., race, sex, 
age, marital 
status, present 
residence, educa­
tional level, 
employment his­
tory, criminal 
history) 

Community politi­
cal/power structure 

Current policies of: 

a. Law enforcement 
b. Courts 
c. Corrections 

Review of: 

a. State laws 
b. County or­

dinances 
c. Jail standards 
d. Mandated pro­

gram goals 

-,- -

() 
I 
N 

-
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Preconfinement ~ 

Time taken for pre­
paration of presen­
tence investigation 
report 

Time between 
arraignment and 
preliminary hearing 

Time between preli­
minary hearing and 
trial 

Time between trial 
and conviction 

Type of offenses for 
which jail sentences 
are given 

Percent released 
after first 
appearance 

Comparison of offense 
on arrest vs. offense 
on completion of 
court proceedings 

- -

Nonresidential 
P['ograms Q/ 

.. - .- - -
Appendix C (Continued) 

DATA ELEMENT EXAMPLES 

Residential 
Confinement gj 

Post 
Confinement g; 

- - -

. Costing y 

- - -

other 
Descriptive 
Information ij 

community demo­
graphics: 

a. Population size 
b. Ethnicity 
c. Per capita 

income 
d. Age distribution 
e. Community size 
f. Economy (manu-

facturing/non-
manufacturing) 

g. Unemployment 
rate 

h. Percent of area 
that is urban, 
suburban, rural 

i. Government 
structure 

-

() 
I 
w 
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Appendix D 

COMMUNITY .TOLERANCE QUESTIONNAIRE 

This questionnaire has been adapted from one developed by 
Bonnie S. Wood regarding community members' percentions 
of community based treatment. 
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LAKES IDE COUNTY GOVERNMENTY 

Dear participant: 

In cooperation with my office, the Lakeside County 
Criminal Justice Planning Group is conducting a survey to 
obtain your reaction to locating an adult Pre-Release Center 
in the Alpine section of Lakeside County. The results of 
this study will assist the County Pre-Release Center. In 
order to collect the necessary information, the Lakeside 
County Criminal Justice Planning Group has prepared a 
confidential questionnaire which you will find attached. I 
would greatly appreciate your cooperation in taking a few 
minutes to complete it and return the questionnaire in the 
attached envelope by April 15, 1982. 

Sincerely, 

John Tucker 
Brad Smith 

. Hel en Murray 
Susan Clark 
Jessica Rosenthal 
Lakeside County Council 

~/ If a mailed questionnaire is used, we suggest that 
a letter similar to this one be used to help 
elicit the maximum number of returned question­
naires. This letter should briefly explain the 
purpose of the questionnaire, what will be done 
with the information, and the requested return 
date. I f possible, use a letterhead and a signa­
ture that lends legitimacy and official status to 
the letter. 
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Thank you for taking the time to complete this questionnaire 
which has been prepared by the Lakeside county Criminal 
Justice Planning Group. This questionnaire is being sent to 
a sample of individuals who live in the Alpine section of 
Lakeside County. 

Your responses are completely confidential and will only be 
seen by the Planning Group Staff. Please return the ques­
tionnaire in the enclosed envelope by April 15, 1982. 

Again, thank you for your time. 

Sincerely, 

Mary Smith 
Planning Coordinator 
Lakeside County Criminal 
Justice Planning Group 
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Before you complete this questionnaire, please read the 
following information. 

The Lakeside CO'unty Council is considering the possibi­
Ii ty of building a 50 bed Adult Pre-Release Center in the 
Alpine section of Lakeside County. Individuals who are 
presently sentenced to County Jailor state Prison would be 
eligible ,to be released to this Center 120 days prior to the 
end of their sentence. These individuals will be carefully 
screened to determine whether or not they could be referred 
to the Center. Cri teria for referring an individual will 
include work history, ties to the community, and a psycho­
logical profile. The Pre-Release Center will provide a 
structured atmosphere for its clients to help them make the 
transi tion from living in a j ail/prison to returning to the 
community. Individual and group counseling sessions, and 
employment and training a.ssistance will be provided to all 
clients. 

Below we would like to ask you some questions concerning how 
you would feel if the County Council decided to build an 
adult Pre-Release Center in your community. Please indicate 
your response to each statement by checking the choice that 
most accurately pertains to you. 

1. Which of the following best expresses your opinion 
toward the idea of building a Pre-Release Center in 
your community. 

( ) Do not like it 

( ) Somewhat dislike it 

( ) Have no feelings about it 

( ) Moderately favor it 

( ) strongly favor it 



2. 

3. 

4. 
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Do you think the concept of releasing adult prisoners 
from j ail or prison into a communni ty based treatment 
facili ty such as a Pre-Release Center is a good idea? 

( ) Definitely not 

( ) Probably not 

( ) Probably yes 

( ) Definitely yes 

Do you think there are any benefits of a Pre-Release 
Center? 

( ) None 

) Few 

) Some 

) Many 

tIf you answered that there are at least a few 
benefits could you please describe them. 

Do you think there are any drawbacks to a Pre-Release 
Center? 

( ) None 

) Few 

( ) Some 

) Many 
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'"------ttL f you answered that there are at least a few I 
drawbacks could you please describe them. 
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5. 

6. 

7. 
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How do you think placing an inmate in a pre-Release 
Center compares with reguiring the inmate to complete 
his/her sentence in jailor prison? 

() It is a worse method 

() It is just as good a method 

() It is a better method 

How would you feel if the Lakeside County Council 
approved funds to build a Pre-Release Center within a 5 
mile radius of your home? 

( ) Would strongly oppose it 

( ) Wouldn't like it 

( ) Wouldn't really care 

( ) Would support the idea 

How did you· first learn that the County Council might 
build an adult Pre-Release Center in your community? 

( ) This guestionnaire 

) New Media 

( ) Friends 

( ) civic group/organization 

) Other (please specify) 

'----.r f you learned about it from another source have 
you personally attempted to gain additional in­
formation about the Pre-Release Center? 

8. 

( ) No 

( ) Yes 

Were any of your neighbors informed of the possible 
intention to build a Pre-Release Center in your com­
munity? 

( ) No 

( ) Yes 

( ) Don I t know 



9. 
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Do you think it is important t' :at community members be 
made aware of the intention to build a Pre-Release 
Center? 

( ) No it's not at all important 

() It's somewhat important 

() It's very important 

10. To the best of your knowledge are there any adult or 
juvenile community based treatment facilities in your 
community (e.g., halfway houses, group homes)? 

( ) No 

( ) Yes 

( ) Don't know 

11. Do you think a community advisory board should be set 
up to provide input into the design of a Pre-Release 
Center? 

( ) No, it is not necessary 

( ) Not sure 

( ) Yes, I think so 

( ) Definitely yes 

12 . Should members of the community be provided the oppor­
tuni ty to make suggestions to the County Council con­
cerning the Pre-Release Center in any of the following 
areas? 

NO YES 

A. Where the, Pre-Release Center is ( ) ( ) 
located 

B. How many clients the Center will ( ) ( ) 
accomodate 

c. Pre-Release Center's admission policy ( ) ( ) 

D. Pre-Release Center's rules such as ( ) ( ) 
curfew 

E. Hiring of Center staff ( ) ( ) 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 



I 
I 
I 
I 
I 
I 
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I 
I 
I 
I 
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I 
I 
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II 
I 
I 
I 
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13. Do you feel that the presence of a Pre-Release Center 
in your community will cause you to be concerned about 
the security of your neighborhood? 

14. 

( ) Greatly concerned 

( ) Somewhat concerned 

( ) A little concerned 

( ) Not at all concerned 

I f an adult Pre-Release Center is located in your com­
muni ty do you think you would limit your acti vi ties or 
those of your children? 

A. Your activities 

B. Your children's activities 

NO YES 

() () 

() () 

NOT 
APPLICABLE 

( ) 

15. How concerned are you about the contact your child 
might have with the adults in the Pre-Release Center? 

( ) Very concerned 

( ) Somewhat concerned 

( ) A little concerned 

( ) Not at all concerned 

( ) Do not have any children 
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16. Have any of the following areas been problematic for I 
you in your community? 

No I 
Problem 

Excessive Moderate Small 
Problem Problem Problem 

A. N:oise ( ) 

B.- Parking ( ) 

C. Traffic ( ') 

D. Neigr...borhood 
Appearance ( ) 

E. Property Values ( ) 

F. Crime ( ) 

G. Disorderly Con-
duct of Youth ( ) 

17. Has there been a change in law 
your community in the past year? 

( ) Increase 

( ) No Change 

( ) Decrease 

( ) 

( ) 

( ) 

( ) 

( ) 

( ) 

( ) 

violating 

( ) 

( ) 

( ) 

( ) 

( ) 

( ) 

( ) 

behavior 

( ) 

( ) 

( ) 

( ) 

( ) 

( ) 

( ) 

in 

In conclusion, we would appreciate it if you would provide 
us with the following background information. Please keep 
in mind that the questionnaire is completely confidential 
and there is no way anyone can identify you. 

18. Sex 

( ) Male 

( ) Female 

19. Ract.: 

( ) Caucasian 

( ) Black 

( ) oriental 

( ) O·ther 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
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I 

I 
I 
I 
I 
I 
I 

20. 

21. 

22. 

23. 

24. 

25. 

26. 

27. 

28. 
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What is your age? 

What is the highest grade that you have completed? 

1 2 3 4 5 6 7 8 9 10 11 12 

( ) Some college 

( ) Completed an undergraduate degree 

( ) Some graduate school 

() Completed graduate school 

What is your occupation? 

What was your income level for the last year? 

( ) Under $5,000 ( ) 20,000 24,999 

() 5,000 - 9,999 ( ) 25,000- 30,000 

( ) 10,000 - 14,999 

What is your marital status? 

( ) Single 

( ) Separated 

( ) Married 

( ) Divorced 

( ) over 30,000 

How many people Ii ve in your household at the present 
time? 

What are the ages of your children at home? 

How long have you lived in Lakeside County? 

How long have your lived at your present address? 
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29. How many clubs or civic organizations do you belong to 
within your community? 

30. Have you or any of your relatives worked in any phase 
of the criminal justice system or in any human service 
agency/program? (e.g., policeman, probation officer, 
lawyer, social worker) 

( ) Yes, I have 

( ) Yes, a relative has 

( ) No 

31. Have you ever lived in another neighborhood where an 
adult Pre-Release Center existed? 

( ) No 

( ) Yes 

( ) Don,·t know 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 




