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FOREWORD

Crime has become one of the most virulent diseases of our society--a dis-
ease for which no certain prevention or cure has been found. The President of the
United States, in his 1969 State of the Union Message, cal?ed for " . . . war
against the criminal elements which increasingly threaten our cities, our homes
and our lives." The President asked for "new and stronger woapons" to wage this
war. Perhaps, in this report of Project Crossroads, we may identify a few "wea-
pons" which we believe can be effective in the continuing search for answers to
this growing proh'em.

Project Crossroads, the National Committee for Children and Youth's pilot
pre-trial intervention program for youthful offenders, began January 15, 1968, and
became part of the services to youth of the cour_ system of the District of Colum-
bia on February 1, 1971. During the three years we have worked with young
people in their first conflict with the law we have learned many things about them.
Given an opportunity for a job that pays a decent salary and provided adequate
training to qualify for one that holds hope for advancement, the majority will
choose work rather than crime. Youth have little patience, however, and even the
best job may become boring, so it is essential that supportive services be avail-
able. There is no simple solution, of course, for each youth presents a different
problem and a new challenge.

If these young people can be turned aside from lawbreaking before they have
established a "record," there is greater hope that they will refrain from committing
further acts of delinquency and crime. One of the most crippling handicaps a young
person can have in seekin , a career is a record of conflict with the law. If redi-
rection and new motivation can be achieved before the habit of lawbreaking has
been established, prevention, the most powerful weapon against crime, is in our
hands.

Whatever gains or successes have been achieved are due, to a large degree,
to the tireless devotion of Leon Leiberg and his capable staff. Mr. Leiberg's
creative approach to the needs of young people in trouble has produced an inno-
vative program of delinquency and crime prevention and social justice.

The National Committee for Children and Youth is honored that the Manpower
Administration of the Department of Labor has seen the merit in our proposals for
programs to assist young people in the urban setting and we are grateful for the fi-
nancial support which made_Project Crossroads possible. We wish the Courts of
the District of Columbia success as they carry forward the program that has been
Project Crossroads. We are pleased that many of the staff of the project will be
working in this new court program and we particularly congratulate the Court on
securing the services of James H. Davis to direct it. NCCY will continue to en-
deavor to develop new approaches to the many problems facing young people in our
complex society.

Isabella J. Jones
Executive Director

National Committee for Children and Youth



INTRODUCTION

This final report on Project Crossroads attempts to present the implications, prob-
lems, and achievements of an experimental and demonstration project involved in pre-trial
intervention with first offenders in Washington, D.C.

While the documents describe, review, and analyze what has taken place during
the project's existence, much by necessity is left unsaid. The development and the im-
plementation of this contract by NCCY for the Office of Research and Development, U.S.
Department of Labor, was a most challenging and difficult effort, the total flavor of which
cannot possibly be recaptured in writing. Nevertheless, we have attempted to produce a
document which should stimulate and assist others wishing to improve the quality of
justice by introducing the concept of intensive manpower services in the pre-trial v_iriod
as a meaningful tool for offender rehabilitation.

We also hope that the reader will recognize this limited effort in action research
as germane to the problems faced by our communities, particularly as they relate to the
administration of justice, and as offering alternatives to crime in an age of confrontation.

The support and assistance received from the judicial and prosecutorial authorities
of the District of Columbia was a constant reminder to all of us that the confidence placed
in the project's aims had to be earned by the highest level of performance every individ-
ual on the staff was capable of giving. The recognition given the project by incorporating
its essential elements into the ongoing operations of the court at the conclusion of the
demonstration period is proof that the individuals who administer the system are not
wholly bound by tradition, but deeply interested in the quality of justice in rapidly chang-
ing times.

The non-traditional workers who have staffed the project deserve special recogni-
tion because they were able to recognize and to live by the rules and objectives of an ex-
perimental effort which was not created primarily to serve the poor nor to organize them.

The project was intended to explore a particular method, to analyze experiences
in developing that method, and to determine whether the method is valid and viable, and
can be developed at a reasonable cost. We believe we have proven the method is a good
one arid hope that the success of our effort will help to produce policy changes in an area
fraught with controversy and misunderstanding.

We are grateful to all individuals and agencies who have helped us in making
Crossroads a reality.

January, 1971

vi

Leon G. Leiberg
Project Director



I. SUMMARY AND FACT SHEET

Project Crossroads was initiated n January 1968 as an investigation of the feasi-
bility and effectiveness of offering young first offenders a program of intensive manpower
services in the pre-trial period as an alternative to delinquency adjudication or criminal
prosecution and possible subsequent incarceration through the courts of the District of
Columbia. The concept of pre-trial intervention embraced by the project had three points
of focus: the criminal defendant himself, the criminal justice system which must respond
to his social deviance, and the community to which both belong.

In the first instance, the project aspired to provide accused offenders with an as-
sist along the road to social and economic viability through the appVcation of intensive
manpower. services. In the second area, the project undertook to demonstrate a feasible
method of increasing the flexibility of the criminal justice system and rendering it more
effective as a rehabilitative vehicle. The former was achieved by building into the sys-
tem an alternative to the three traditional dispositional possibilities: discharge without
supportive services, release on probation (formal or informal) with a modicum of support,
or incarceration, usually the least desirable of all. At the same time, the system's ef-
fectiveness of rehabilitative and deterrent mechanism was enhanced by the availability of
relevant, personalized, and intensive services for young offenders who may be on the
threshold of a criminal career, and for whom normal court processing would not, in all
probability, be a helpful or rehabilitating experience. Thirdly, if this intervention stmtecry
was successful, it was anticipatedand demonstratedthat the community as a whole
would gain from a reduction in ecidivism among the group served, as well as from their
improved empiwability and productivity. .

Project Crossroads was designed for implementation over a three-year period, the
first year of which was devoted to exploration and development Li. '-he areas of program
concepts, staffing, administration, human services, and the uti1i.7.az..ion of community and
VISTA volunteers.* The second phase concentrated on testing program effectiveness by
measuring the impact of services on the 825 participants. At the time of this writing the
project is slated to become an independent component of the new Superior Court of the
District of Columbia in February 1971.

HOW THE PROLECT OPERATES

Organization and_Staffing

The project staff of 14 paid workers and seven VISTA volunteers is divided into
three components: counseling, employment services, and education. The counseling
section of five community worker-counselors and one supervisor is responsible for both
the screening of prospective enrollees zindthe provision of close guidance and supportive
services for assigned caseloads which average about 20-25 youths per counselor.

The employment section of three placement officers and a manpower specialist has
a task of evaluating the employment and training needs of enrolees and placing them in
positions offering skill upgrading, good pay and upward mobility.

The education section of the project is staffed by seven VISTA volunteers assigned
by 0E0 to provide community involvement in the Crossroads program. The VISTAs recruit
and coordinate a volunteer staff of about 45 tutors to provide individualized tutoring and
test preparation services to project participants and other youths referred by community
agencies.

*For a complete report on first year operations, see Project Crossroads Final Report -
Phase I, National Committee for Children and Youth, 1969.

1
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Backing up the three operational components are a project director, an assistant
director, and two secretaries.

One of the project's experimental and demonstration features has been the utiliza-
tion of non-professional staff in what have been traditionally professional occupational
roles. Consequently the project is staffed primarily by non-professional workers, most of
whom are culturally and experientially similar to the participant population. These work-
ers have demonstrated their ability and dedication to the goals of the project and have
earned the respect and praise of their professional counterparts in other community agen-
cies.

Recruiting Participants

Project Crossroads recruits participants from both the Juvenile and General Ses-
sions (adult) Courts of the District of Columbia. In the adult jurisdiction, project re-
cruitment procedures closely parallel normal court processing of defendants. Project com-
munity workers screen all defendants detained in the court cellblock prior to each day's
arraignment, and interview those who meet enrollment criteria. If an eligible defendant
desires to participate in the program, the consent of the United States Attorney's Office
and of assigned defense counsel is then obtained and an identifying card attached to the
defendant's court papers. When the defendant's case is called, usually within 2-3 hours
of his initial interview, his case is continued for 90 days to permit project participation
and the youth goes directly from the courtroom to the project office only one block away.

Recruitment procedures are different for the project's Juvenile Court program.
There court Intake Officers, who interview each youth referred to the court on a delin-
quency complaint and decide whether or not he is to be petitioned for a court hearing, re-
fer cases meeting Crossroads criteria to a project community worker stationed in the court.
If the youth desires to enroll after the program has been explained to him, the intake of-
ficer is notified and the youth is invited to the project office, preferably with a parent or
guardian, to be formally enrolled and assigned a counselor-community worker. The cases
of juvenile participants are also calendared, whenever possible, to permit a 90-day
project enrollment period.

Following are the project's enrollment criteria as of September, 1970:

1. SEX, AGE: Males and females between 16 and 26.

2. PESIDENCE: Washington, D.C., Metropolitan P-,za.

3. EMPLOYMENT STATUS: Unemployed, underemployed, or job in
jeopardy because of arrest; for juveniles, tenuous school enrollment or
school dropout.

4. PRESENT CHARGE:* Petit larceny, auto theft (attempted), re-
ceiving stolen property, false pretenses, forgery, soliciting for prosti-
tution, attempted burglary II, simple assault (relative), unlawful entry,
presence in illegal establishment, destroying property, procuring. Ir-
respective of charge, drug addicts, alcoholics, and defendants with
serious psychological disorders are excluded.

*Offense criteria were expanded in December 1970, to include burglary, possession of
amphetamines and barbiturates, and robbery (pocketbook snatch where there is no injury
to the victim). The criteria were also expanded to include defendants through 40 years
of age.

2
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5. PRE-TRIAL RELFASE STATUS: Must qualify for personal recogni-
zance under the criteria of the District of Columbia Bail Agency.

6. PRIOR RECORD: For adults, no previous adult conviction nor
incarceration for more than one year as a juvenile; for juvenile partici-
pants, no adjudication of involvement within preceding 12 months, no
pending case less than six months old, no previous incarceration for
six months or more.

Counseling and Personal Assistance

Each new Project Crossroads participant is assigned a community worker-counsel-
or who is responsible for providing supportive services for the duration of his project
program and for submitting biweekly evaluation reports on his project performance to the
appropriate court.

The initial contact between counselor and participant is usually the "intake inter-
view" conducted on the latter's first visit to the project office after recruitment. During
this interview the program is explained in detail and the counselor ascertains the youth's
immediate needs--usually employment and, in many cases, emergency financial assis-
tance--and any personal or family problems that may require referral to local social wel-
fare agencies.

During the first couple of weeks when a participant's project program is being de-
veloped, his counselor maintains frequent or even daily contact with the youth. When
the participant is settled into a job and/or school situation, the counselor is expected to
maintain personal contact with him at least once weekly and telephone contact as fre-
quently as possible. Home visits are the primary focus of personal contacts, since any
rehabilitative efforts must take into account the factors of a youth's home environment
which may be somewhat responsible for his social problems. Visits to a participant's
job as well as school and neighborhood contacts are also emphasized.

Although group counseling is not an integral part of the project's supportive ser-
vices, counselors are encouraged to hold group sessions with members of their caseloads
whom they feel will benefit from group discussion of mutual problems.

An important facet of Project Crossroads is its role as a middleman between par-
ticipants and local social welfare service organizations. While many participants and
their families have needs far beyond the budgetary and staff capabilities of the project,
they often lack knowledge of the availability of appropriate resources or of the necessary
procedures to obtain access to them. These needs range from medical and dental care to
legal assistance, to emergency food, shelter and clothing. Liaison has been established
with public and private organizations able to address these various needs and arrange-
ments made for expedited access to services for participants and their families.

Employment and Training Placement

After his initial interview, each participant is accompanied by his counselor to the
project's employment section where a job placement officer discusses the various employ-
ment and vocational training opportunities available to him through the project. The em-
ployment staff arranges employment interviews for the youth in the occupational area of
interest to him, and will continue to do so until a suitable placement is made. If the
participant desires and is qualified for a job not then available, the staff attempts to de-
velop an appropriate opening.

Application forms for government jobs and most of the local manpower training
programs are kept in the employment section and all necessary arrangements for testing
or interviewing for such positions can be made directly from the project office. There is



a close working relationship with the Manpower Training and Employment Security Admin-
istration (MTESA) of the District of Columbia, with sharing of information and mutual sup-
port.

The employment staff and counselors periodically review the status of each parti-
cipant to determine if a change in employment is necessary or advisable, either because
of job dissatisfaction, lack of upward mobility, or the availability of new jobs for which
the participant is better suited.

Education Services

Each new participant is given an orientation on the project's remedial education
program by one of the VISTA volunteers responsible for that component. Individual tutor-
ing is available four evenings per week in the project office and specialized programs
such as preparation for the high school equivalency diploma examination, remedial read-
ing, job test preparation, and preparation for armed forces qualifying examinations are
offered. The participant is encouraged to avail 1, .mself of the education program to any
extent he desires and which is compatible with h:c3 lob or school schedule. The education
staff also provides assistance to youth 3 who ',r-sh re-enroll in school and those who
are seeking admission to colleges. A. schola7s-iip fnd donated by- friends (,f the project
ha' been established at two 1Dcal colleges fcTr qual_iied project participant.;.

Ancillary activ:ties conducted by the ed-Iction component include Le ld trips, films,
serlinars with quest speakers, and intra-project si7orts competitions.

Court Review

Biweekly progress reports on each enrollee are forwarded to the appropriate court
for inclusion in the youth's case file, with copies to defense counsel and/or parents.

At the end of the prescribed 90-day period, a participant's counselor may make
one of three recommendations to the court at a disposition conference: (1) dismissal of
pending charges based on satisfactory project participation and demonstrated self-improve-
ment; (2) extension of the continuance to allow the project staff more time to work with
the individual; or (3) reversion of the defendant to normal court processing, without
prejudice, because of unsatisfactory performance in the program. In addition, at any time
during the 90-day period a participant may be unfavorably terminated and revert to normal
court processing and trial either because of chronic uncooperativeness or the commission
of a new offense.

RESULTS

From the start of court recruitment in April 1968, through September 1970, a total
of 825 young offenders had been enrolled in the project, 74 of whom were still active.
Charges against 467 enrollees had been dropped due to their successful project participa-
tion, while 283 were returned to normal court processing, primarily because of unsatis-
factory program performance. The respective dismissal rates for program participants were
76% for General Sessions Court (adult) enrollees and 40% for Juvenile Court enrollees.

In keeping with the manpower orientation of the project, approximately 1000 job
and training placements have been made for participants, including non-enrollees, and
over 6000 hours of remedial education and test coaching was provided by volunteer tutors
under the direction of the project's VISTA component.
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Independent research studies* of the project's adult component indicated that the
intensive supportive services provided by project staff during the three-month enrollment
Period has a substantial stabilizing effect on participants in the post-project period. For
example, the employment rate among former adult enrollees a year after leaving the proj-
ect was double their employment rate at enrollment, and this despite the fact that almost
none were in their Crossroads-obtained jobs a year later. The increased job stability
among former enrollees, despite job changing in the post-project period, is reflected in
the finding that more than half were employed 80% or more of the 12 months following
Crossroads termination, while only 30% of the group had been employed for that large a
percentage of the year preceding their enrollment.

The quality of their labor market participation was also substantially enhanced.
Less than 8% of the enrollees had earned a wage higher than $2 -r hour during
year prior to their enrollment, including less than 2% who 'arned i. 17,--,n $2.75. The
respective percentages for the total group during the year after lea t project wet- e
28% and 12%. In additicn, the percentage of employed enrollees LI. skilL3d anc clerical-
offio: positions doubled from 7% to 15%.

Increased stability and job improvement in the labor force pa_--7,o-atio..1 Df former
enrollees were accompanied by much lower recidivism rates among tis 7.:L 3ssroar.1s group
compared to a similar group of adult first-offenders who did not rece:Are =oject.. services.
When the 15-month recidivism rates of both groups are compared, th c-N

rate of favorably terminated Crossroads participants is less than half. of tme- control
group as a whole (22.2% versus 45.7%), as well as that of those controls- who ad their
charges dismissed in the course of normal court processing (44%). riur-±2rmor--, the
recidivism rate for all former participantsfavorable and unfavorable-- - still a. third
lower than that of the control group as a whole (31.4% versus 45.75).

Equally as encouraging as the favorable employment and reci,- ,vism data from the
point of view of program replication, the project resulted in a benefi--cost ratio of 2:1,
and a program cost of little over $500 per enrollee.

More important than the apparent statistical "success" of the project, however,
are those accomplishments and findings which have far-reaching implications for the
criminal justice system itself: (a) the successful utilization of non-professional staff,
including ex-offenders, in professional caliber roles within the criminal justice system;
(b) the coordination of community-based rehabilitation services for defendants in the pre-
trail period with the requirements of judicial due process; (o) the development of a feas-
ible alternative to adjudication and probable sentencing to probation with its consequences
of a criminal record; and (d) last but not least important, the demonstration that private
sector involvement in the mission of a social institution can be constructive and mutually
beneficial when undertaken in the spirit of cooperation and dedication to a common goal.

These are the accomplishments which we hope will stimulate broader experimenta-
tion with the pre-trial intervention concept so that when techniques, methodology and or-
ientation are refined, and the evaluations completed, court systems throughout the na-
tion will adopt the concept as a valuable tool in achieving the criminal justice system's
goal of rehabilitating the social deviant.

*Summaries of these are included in the present report. The comple:e studies have been
printed separately by NCCY and may be obtained upon request. Ms: nesear-..th design is
preser:ted in Appendix E.
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OPERATING AGENCY:

FUNDING AGENCY:

STARTING DATE:

COMPLETION DATE:

PROGRAM DESCRIPTION:

AREA OF OPERA.TION:

STATISTICAL DATA:
Total Participants
- Enrollees (825)

General Sessions Court [5281
Juvenile Court [297]

- Unofficial (non-enrolled) participants (596)
Legal Status of Inactive Enrollees at

Termination
Adults
- Charges dismissed upon project recommendation (356)

Reverted to court for unsatisfactory
participation (109)

- Others (deceased) ( 1)
Juvenile s
- Charges dropped at enrollment ( 72)
- Charges dismissed upon project recommendation ( 39)
- Other adjudication ( 59)

- Recommended for dismissal { 301
- Still awaiting judicial action at termination (115)

- Recommended for dismissal { 431
Active Enrolles as of October 1, 1970 74
- Employed full-time ( 43)
- Full-time school ( 7)

Unavailable for employment ( 12)
Unemployed ( 12 or 16%)

Total Employment and Training Placements by Project 983
- Enrollees .
- Unofficial participants

Total Placements of Enrollees by Project
- Jobs (299)
- Training or pre-vocational positions (218)

Total Participants in VISTA Education Program
Hours of Remedial Education Provided
Total Number of Participants Rearrested While
Enrolled 78 (10%)

Program Cost per Enrollee $506.52

PROJECT CROSSROADS FACT SHEET

JanuaDr 15, 1968-September 30, 1970

The National Committee for Children and Youth

Manpower Administration, U.S. Department of Labor
Office of Research and Development - Division of
Experimental Operations Research

January 15, 1968 (Court Operations: April 22 1968)

May 15, 1969 (Phase I)-September 15, 1970 (Phase II)

A demonstration investigation of the reaction of 750 first of-
fenders, male and female, ages 16 to 25, provided intensivE
pre-trial manpower services as an alternative to delinquencl.
adjudication or criminal prosecution in either the Juvenile
Court or the General Sessions Court of the District of Columbia.

District of Columbia Metropolitan Area

1421

751

(517)
(466)

517

306
6295
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II. PROJECT OBJECTIVES

Perhaps because stoicism is not a common quality among persons attracted to the
soklial sciences field (particularly those engaged in operational projects) experimental and
demonstration (E & D) projects have a built-in psychological fail-safe. This is the under-
lying assumption that a program has reached its objectives--in E & D terms--if it i s in-
novative, develops a feasible approach to the problems at which it is directed, and docu-
ments both its innovative techniques and practicability so that others may learn from the
experience. Accordingly, an E & D program differs from a pure research project in which
flexibility in innovation and procedure is r,-stricted, and from a straig_At action project in
that its impact on the problem to which it is directed is of a policy nazure.

Project Crossroads was conceiN. ed as an E & D project, its primary objective being
to explore the feasibility of intensive pre-trial manpower services as an intervention strat-
egy in a court-based program; secondarily, the project was to measure its impact on re-
cidivism and labor force status of the participant group, as well as conduct a cost-benefit
analysis of the program. It was decided to undertake latter tasks subsequent to an initial
period of exploration and innovation with program design, staffing, operational approaches,
and the establishment of program linkages with the police-court-corrections system and
other community agencies.

This approach entailed many difficulties, not the least of which was the problem
that the research and cost analysis would, of necessity, be based on data from the earliest
stage of the program to permit longitudinal evaluation. Thus, final measurements arrived
at would reflect program effectiveness and cost-benefit ratios during a period in which the
project's design and services were still being "experimented" with, in order words, before
the program established a standard operating procedure, and would be very conservative.
More important from the researcher's standpoint, a research design had to be imposed ex
post facto and upon a staff oriented toward operations rather than research. Despite these
and other problems, however, the pressing need for hard data on not only the feasibility
but the effectiveness of the manpower-oriented pre-trial intervention programs justified
the less than ideal conditions and program mix. Moreover, the measurement techniques
developed to evaluate the impact and cost effecti7eness of the project, and the problems
encountered, would be useful in developing a uniform evaluation system for all types of
offender programs.

Because the findings and implications of the project's research objectives are
presented in detail in Chapter VIII, the present chapter discusses only those findings and
recommendations generic to the project's experimental and demonstration objectives;

1. "To demonstrate that a coordinated system of pre-trial manpower
services can be developed effectively with the police-court-corrections
system to offer selected youthful offenders, arrested but not yet tried, an
alternative to delinquency adjudication or criminal prosecution."

Finding
That intervention is feasible and acceptable to the author-

ities administrating the system. The principal attraction of this
strategy to prosecutors in particular is that it permits them to re-
tain control over a defendant's case during the participation
period.

Recommendation
In order to obtain the approval of the authorities, it is im-

portant that negotiations take place before a pre-trial interven-
tion program reaches the operational stage to clearly define re-
sponsibilities, obligations, and procedures to be followed by
those administering the project. Such agreements should ideal-
ly be incorporated in a formal document and be subject to per-
iodic review and amendments. It is not realistic to expect im-
mediate implementation of a theoretical program design by a
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project s! As in any endea a planning phase is neces-
sary to nine the przdctical likely to be encounter-
ed in pr,. -ram implementation ar d. zo anticipate the capability of
responseL, to such contingencies.

2. "To utilize non-traditional staff, including former offenders and
service volun-- -s, in an integrated manner, with promotion based on ac-
complishment and merit, not on credentials."

Finding
Such personnel have bclen found to be very effective but is

a fallacy to assume thalc any indigenous, non-credentialed v-ork-
er can perform at a high level of proficiency without training or
supervision because of his "innate empathy" with the client
group

In-depth screening and orientation to the aims of the program
before the non-professional is given work assignments must be
required. A continuing in-service training program, focused on
work requirements, is imperative.

Recommendation
Ideally, the staff needs to be selected and receive a period

of training before the project reaches the operational stage.
New staff cannot be simply assigned and be expected to
achieve efficiency by osmosis. A training program must be
developed and administered during "project life" by trained
staff to impart knowledge in the broad areas of human services.
Individuals unwilling to learn or incapable of working in a team
setting should not be retained.

3. "To test different approaches to the various problems which af-
fect program efficiency in the area of human services and the delivery of
manpower services to offenders. "

Finding
The inherent freedom of experimentation in a demonstration

program has to be interpreted to agency personnel closely as-
sociated with the project. Since an extensive documentation
is required reporting on changing procedures in program devel-
opment, the wide dissemination of periodic project reports is
useful. Thus, it is possible to share findings and receive feed-
back without impeding basic programatic experimentation.

Recommendation
Periodic written summaries covering every facet of program

development is a must. Input, however, has to be required
from all sections of the project in order to obtain an in-house
capability and to foster analytic thought. A report should not
simply be a document to a funding agency, contractually re-
quired, but must become an instrument of communication and
training within the program itself.

4. "To perfect techniques for measuring the extent to which such
services aid the individual to become and remain gainfully employed and
deterred from future criminal activity, and the social costs and benefits,
in economic terms, of providing these services."

Finding
Unless program personnel are given the opportunity to as-

sess impact, services rendered a client group are largely
8
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meaningLess in view of the enormous needs. Placement and
counseling efforts must reflect the aims of the effort and be
subject frequent review to avoid stratification and artificial
restrictions in the delivery of services. A program must ac-
quire an in-house assessment capability to compare the pro-
ficiency of effort with the results obtained.

Recommendation
The utilization of consultants with specific capabilities

is urged in order to strengthen program aims and to comple-
ment staff efforts. Consultants :lust, however, be prepared
to interpret their views to the operational staff and be sensi-
tive to the issues reviewed.

5. "To assess the impact of project services on its participants,
the criminal justice system, and the community at large."

Finding
Asking the recipients of services for comments on how

they view program efforts is necessary and provides for a
good evaluative contribution.

At the same time the objective assessment on the part
of the court-police system through review of official rec-
ords of the actions and behavior of program participants
provides for impact measurements independent of emotional
considerations.

Recommendation
The client group, participants, and the court-police sys-

tem must be involved in viewing program aims in terms ac-
ceptable to them. Such an involvement provides for many
benefits, not the least of which is an objective presenta-
tion to the public at large by persons other than project staff.

6. "To effect a transition of the Crossroads program, if success-
ful, from an experimental pilot project to a permanent pre-trial interven-
tion program for offenders in the District of Columbia Court system."

Finding
The receptivity of court administrators to view the proj-

ect in long-range as well as short-range terms was reflected
in the relationship established from the onset of the program.

The willingness to consider new intervention strategies to
reduce criminality made possible the institutionalization of
manpower services in a court setting.

Recommendation
To obtain results derived from E & D experience in the

judicial context, legal requirements and methods have to be
understood and respected. Only if the collaborative effort
is methodical, avoids duplication, and results in a better
delivery system can it be expected to become permanent,
pro\ ided that it improves the administration of justice.

7. "To provide technical assistance in program development to
agencies and organizations interested in initiatmg manpower programs
for offenders, and develop a replication model of the Crossroads pro-
gram."

9
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Finding
The importance of sharing with interested parties the exper-

ience obtained is mutually beneficial and crucial in avoiding
costly and unnecessary mistakes. While geographical and
political realittes ultimately determine the flavor of a program,
much of the experience gathered can be utilized irrespective of
locale simply because of the advantage in time and the earlier
conceptualization .

Recommendat7;on
The creation of a replication model serves as a testing

ground and provides a point of departure for improved methods
and a more efficient utilization of funds. It provides also a
concrete example of possible intervention and a foundation
upon which others can build.

10



III. RECRUITMENT AND ENROLLMENT

A. Overview
New enrollments averaged about 30 per month throughout the project, but the rate

of new juvenile enrollments during Phase II was less than half that of Phase I, despite ex-
pansion of recruitment criteria for the Juvenile Court program. New adult enrollments dur-
ing Phase II, however, increased by more than 40% a month, with no changes in the re-
cruitment criteria. The steep decline in juvenile caseloads in conjunction with steadily
increasing adult enrollment necessitated dissolution of the project's separate counseling
components for Juvenile Court and Court of General Sessions enrollees (each with a su-
pervisor and two or three counselors). The project's entire counseling staff was eventu-
ally consolidated under one supervisor, with one of the five counselors handling juvenile
cases only.

The 825 total cumulative enrollment in both phases of the project as of September
30, 1970, consisted of 297 juveniles and 528 young adults--and the contractual obliga-
tion to service 750 participants was satisfied earlier than anticipated while maintaining
agreed upon selection criteria.

B. Court of General Sessions

Recruitment in the Court of General Sessions of adult defendants between 18 and
26 years of age improved both in volume and efficiency during Phase II. Three hundred
forty-five new adult participants were recruited through September 1970 of the second
phase, an average of 23 per month. This average was approximately 40% greater than
the monthly enrollment rate during Phase I, about double the percentage increase in Gen-
eral Sessions court defendants between fiscal years 1969 and 1970.* The following chart
shows total Project enrollment during Phases I and II by court recruitment source, and the
increase in average monthly recruitment from each source dur ig Phase II.

RECRUITMENT
SOURCE

ENROLLMENT
% CHANGE
IN AVERAGE
MONTHLY

RECRUITMENT
PHASE I

(9/1/68-5/15/69)
PHASE II

(5/16/69-9/30/70)

Lockup 70 174 +28%
U. S. Attorney 19 64 +74%
Defense Counsel 36 99 +42%
Citation Cases 14 34 +22%
Judge 4 9 +32%
Other --- 5 --
TOTALS 143 385 +39%

As indicated above, most of the increase in recruitment was attributable to U.S. At-
torney and defense counsel referrals. Most participants recruited from these sources
were defendants whose original charge fell outside the scope of project offense criteria
and thus could not be recruited by Project personnel directly from the court lock-up. By
breaking the disqualifying charges down to acceptable misdemeanors (e.g., Burglary II to
petit larceny and destruction of property), the prosecutor's office provided access to re-
havilitative services for first offenders who appeared good risks but were arbitrarily

*Report of Chief fudge Harold H. Greene to Attorney General John M. Mitchell on General
Sessions Court operations during FY 1970.
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excluded from the project and at the same time Permittcl the project staff to test its ef-
fectiv2ness with a broader range of offenders.

The project's maintenance of a high success rate with defendants charged with more
serious offenses Prompted the U.S. Attorney's Office to ask for an official request from
the project director to expand the Crossroads offense category criteria to include many of
the offenses w hich previously disqualified a participant for enrollment unless "broken
down." This request was submitted in July 1970 to Mr. Luke Moore, Chief of the General
Sessions Court Division of the United States Attorney's Office, and approved in Decem-
ber 1970. The expanded criteria are presented in Appendix A.

C. Juvenile Court
The most pronounced change in project recruitment and enrollment during the second

phase was the substantial reduction in the rate of juvenile enrollment compared to Phase I.
During the latter period, an average of 16 juveniles per month were enrolled in the pro-
gram, while chiring Phase II this rate declined to six per month. As was noted previously,
the situation was reversed in the case of adult defendants recruited in the Court of Gener-
al Sessions: the monthly enrollment rate for this group increased from 16 to 23 per month
during Phase II.

The decline in juvenile enrollment was the result of several factors. Most signifi-
cant was the increased emphasis during the second half of the project on enrolling only
those juveniles who were first offenders. During the earlier phase of the program the project
was accepting every juvenile referred by the Intake Division of the Juvenile Court (sup-
posedly meeting criteria for enrollment) and almost half of these had one or more previous
charges still pending against them in the court. This category of juvenile offender not
only proved relatively less amenable to project services than the juvenile experiencing
his first court contact, but was less likely to receive a favorable court disposition even
with a favorable recommendation from his project counselor. Consequently, in the second
phase, we impressed upon court intake officers the necessity of maintaining the project's
effectiveness as a pre-trial diversion program, which could only be accomplished by work-
ing with those youths who were (1) relatively more amenable to short-term rehabilitative
services, and (2) most likely to receive favorable adjudication if successful in the proj-
ect (i.e., the first offender). The result was a sharp reduction in the number of referrals
from court intake officers due, we were told, to the restrictive nature of the criteria when
applied only to 16- and 17-year olds. In fact, to appreciably affect the recruitment rate
of juvenile first-offenders, it would have been necessary to recruit 13- and 14-year oIds,
but this was considered incompatible with the manpower orientation of the program.

A related factor which contributed to the decline in juvenile enrollment was the
specific delineation of acceptable offense categories in the project's juvenile enrollment
criteria, which were formally revised in September 1969 (APpendix Es). just as during
Phase I the Project enrolled a substantial number of juveniles with prior charges pending,
many of the other youths, while first offenders, were charged with felony-type offenses
such as robbery, aggravated assault and burglary, which were outside the range of the
project's misdemeanant orientation. This group, too, was less likely to receive favorable
court action (understandably so, in many cases) solely on the basis of satisfactory proj-
ect performance. In keeping with the second phase objective of structuring the Juvenile
Court program along the lines of our General Sessions Court operation, and in order to
secure the Juvenile Court administration's agreement to a standard pre-trial period for
participants, specific offense category criteria were delineated and observed. Since
these offense criteria did not embrace the range of offenses accepted by the project dur-
ing Phase I, this, also, reduced the reservoir of 16- and 17-year olds w*lo could be re-
ferred to the project.

A third factor which undoubtedly affected the project's effectiveness in the Juven-
ile Court, though to what extent is not known, was the several changes in supervisory per-
sonnel in the project's juvenile component. This undoubtedly affected the readiness of
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some court intake officers to refer youths to the project and contributed to the less
than whole-hearted commitment of the chief judge to the project's intervention objective.
One particularly interesting aspect of the effect of these changes in project relationships
with Juvenile Court personnel is illustrated by the following excerpt from a report by the
project's third Juvenile Ccurt program supervisor:

We were assured that the low rate of referrals, two or three a
week, was the result only of the absence of eligible youths being
processed at court. According to court personnel the trend among
young offenders was towards committing their first offenses at a
continually younger age and towards committing more and more vio-
lent crimes. To establish this we did our own screening of the
police complaint sheets to see how many youths actually did fit our
criteria. This had two results: (1) it verified the fact that only very
few cases seen by the intake section met even our expanded criteria,
and (2\ it resulted in an even lower rate of referral to the project as
the intake workers seemed to have taken offense at our incursion in-
to their sphere of influence. As soon as we stopped the practice of
screening names and alerting the intake officers to possible partici-
pants, the rate of referrals returned to its previous level of about two
per week.
Another factor that may have influenced referrals to the project, though it was not

recognized by project staff until the program evaluation stage of Phase II, was the inci-
dence of recidivism among ju,enile project participants after leaving the project. The
juvenile group overall had a recidivism rate of almost 49%, and first offenders among
them had an almost 30% rearrest rate.

The inefficient calendaring procedures at Juvenile Court created frequently the
conditions for disrespect to acceptable behavior on the part of delinquent youth since
cases took an incredible amount of time to receive final disposition, thus resulting in
negative attitudes and a feeling of unreality.*

The chart below presents Project Crossroads juvenile enrollment, by court recruit-
ment source, for both Phase I and Phase II, through September 1970:

JUVENILE COURT
RECRUITMENT

SOURCE

ENROLLMENT TOTAL
JUVENILE

ENROLLMENT
PHASE I

(4/22/68-5/15/69)
PHASE II

(5/ 16/69-9/30/70)

Intake Division 180 (40) 88 (21) 268
Judge 18 ( 6) 1 ( 1) 19
Defense. Counsel 3 1 4
Child Support 3 ( 3) 3 ( 3) 6

TOTAL 204 (49)* 93 (25)* 297 (74)*

* ( ) = Number whose court cases were already closed when enrolled in the proj-
ect.

Approximately one-fourth of the juvenile participants enrolled during each phase of
the project were not pending judicial action at enrollment, their cases have been closed
upon referral to the project by court authorities. Juveniles with no charges pending were
provided the same services--counseling, education, employment--as those pending court
action and remained enrolled until their counselors felt that their progress (or lack of
progress) made further participation unwarranted.

*See Washington Post editorial reproduced in Appendix, p. 53.
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NATIONAL COMMITTEE FOR CHILDREN AND YOUTH WASHINGTON DC, 20001

PROJECT CROSSROADS

LEON 0. LEIBERO
Project Director

MEMORANDUM

527 - SIXTH STREET NW
(202) 628-7885
(202) 783-8853

November 5, 1970

TO: Court of General Sessions Personnel and
Defense Attorneys

FROM: Director, Project Crossroads

SUBJECT: Expansion of Eligibility Criteria

The United States Attorney's Office has recently
approved expansion of Project Crossroads enrollment criteria to
extend the opportunity for pre-trial diversion to a broader
range of defendants. The modified criteria, which are effective
immediately, are as follows:

1. SEX, AGE: Males and females between 16 and 40 years of
age.

2. RESIDENCE: Washington, D. C., Metropolitan Area.

3. EMPLOYMENT STATUS: Unemployed, underemployed, or job
in jeopardy because of arrest; for juveniles, tenuous
school enrollment or school dropout.

4. CHARGES: Petit larceny, auto theft (attempted),
receiving stolen property, false pretenses, forgery,
soliciting for prostitution, burglary II, simple assault
(involving a relative), unlawful entry, presence in
illegal establishment, destroying property, procuring,
pocketbook snatch where there is no injury to the victim,
possession of amphetamines or barbiturates. Special cases
referred by Assistant U. S. Attorneys and judges.

NOTE: Drug addicts, chronic alcoholics, and defendants
with serious psychological disorders are excluded.

5. PRE-TRIAL RELEASE STATUS: Must qualify for personal
recognizance under the criteria of the District of Columbia
Bail Agency.

O. PRIOR RECORD: First offenders and second offenders with
reasonable lapse of time between previous conviction and
current charge.

LGL/mmj
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Memorandum of Understanding Between the
Juvenile Court of the District of Columbia and the

National Committee for Children and Youth-Project Crossroads

I. CRITERIA

The eligible group will consist of:

1. Juveniles, male or female, 16 years of aae or older;

2. Who are not currently under the jurisdiction of the Court, nor awaiting a
nearing on a prior delinquency charge;

3. Who have never been committed to a juvenile institution as a result of
being adjudged involved in a delinquency offense;

4. Who have not been adjudged involved in a delinquency offense within
one year prior to project referral; and

5. Who suffer neither from drug addiction nor severe personality disorders
at the time of project referral

Youths who meet the above criteria may be referred to Crossroads for any of the fol-
lowing offenses:

Assault: Simple
Burglary II
Disorderly Concluct
False Pretenses
Petit Larceny
Prostitution

Receiving Stolen Goods
Taking Property Without Right
Tampering with Auto
Unauthorized Use of Auto (as a pas-

senger)
Unlawful Entry

Under special circumstances, youths charged with the following of7enses who other-
wise meet the first five criteria may be referred to Crossroads at the discretion of the In-
take Officer and with the approval of the Head of the Intake Division, or an officer desig-
nated by the head of the division for that purpose:

Aggravated Assault
Burglary
Carrying Dangerous Weapon (not

including gun)
Forgery
Grand Larceny

II. REFERRALS

Property Damage
Purse Snatch
Robbery (Fear, Force and Violence)
Unauthorized Use of Auto "Driver)

Referrals will be made by the Intake Division of the Juvenile Court. In the event that
referrals are made to Crossroads from other sources (attorneys, friends, etc.) Crossroads
will consult with the Intake Officer of the proposed participant as to his eligibility.

PROJECT SERVICES

1. Education: By providing individual remedial education and assistance
to r, '-urn to school, if out of school.

2. Employment: Full- or part-time remunerated employment at not less
than minimum wage scale in occupations providing for the possibility
of continuing responsibilities, training and increased income.
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3. or Training: In both the public and private sector with primary focus on
area manpower training programs, and in occupational areas of interest
to the participant.

4. Housing and Family Needs: By making full use of elfare and Health
Department resources of the District of Columbia to insure that critical
needs are being met.

5. Counseling: Using intensive short term individual and grou71 counseling
techniques to attempt to stabilize the individual in an effort to modify
attitudes which will improve employability and deter from further anti-
social behavior.

IV REPORTING REQUIREMENTS

1. Weekly Report Crossroads will submit weekly to the Chief Judge, the
Director of Social Services, and the Intake Division a report setting
forth the names, ages, charges, and sources of referrals of all partici-
pants accepted into the project the previous week.

2. Program Letter - Within three weeks of the date of referral Crossroads
will submit to the Intake Officer a letter outlining the focus of the pro-
gram planned for the individual participant and acknowledging his of-
ficial enrollment in the project.

3. Final Letter At the end of project participation a final letter will be
submitted describing the progress, activities, cooperation, and at-
titudes of the participant while in the project.

V. TERMINATION FROM THE PROJECT

A termination letter will be forwarded to the Court in the case ot marked non-cooper-
ation with the project or in the case of a new law violation, and the juvenile will then besubject to the usual Court procedures. Hearings for the juveniles who have responded
favorably to the project will be scheduled before the Hearing Officer approximately three
months from the date of referral to the project. An Assistant Corporation Counsel is to be
given advance notice of all such hearings before the Hearing Officer. At the hearing the
juvenile will be represented by an attorney. A Project Crossroads worker will also bepresent. The Hearing Officer may recommend to a judge that the petition be dismissed, or
he may direct that the petition be heard before a judge who may close it without a finding,
continue for disposition, or continue for disposition, or continue for trial.

Chief Judge, D.C. Juvenile Court Director, Project Crossroads

DATE: September 26, 1969
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Ibe obington iiI t
AN INDEPENDENT NEWSPAPER ...* THURSDAY, JUNE 25, 1970 PAGE Al8

The Damaging Image of Juvenile Court
The most recent report on Washington's Juvenile

Court turns out to be more than the usual
depressing account of case backlogs, inadequate
facilities and outmoded operating procedures. It
details the disturbing record of a system that
seems to be promOting rather than helping to
solve the problems of juvenile crime here. The
two-year study, made by a team of judges and
lawyers, concludes that the court's disorganization
is so thorough that it thwarts the primary mission
of any court: to deter offenders from further crime.

The case delays alone would be enough to
shatter public respect. Many youths are not tried
until two or three years after their alleged offenses
and may wait as long as a lar before charges
are formally lodged against them at initial
hearings. Some spend months in the Receiving
Home waiting lor court hearings. Others "fre-
quently tell social workers and others that their
cases have been 'dropped' when in fact their cases
are pending as part of the backlog," the team
points out, adding that any deterrent effect from
immediate apprehension and trial is lost to begin
with. Beyond that, a youth's case is likely to be
processed by two or three sncial workers, two or
more attorneys and different judgesall con-
tributing to the bafflement of the delinquent.

Even when the court orders an action, it may go
unexecuted "because the individuals and agencies
most involved with the court do not feel any
sense of urgency or obligation." Often there aren't
even reliable statistics or reports upon which to
base decisions. Rehabilitation effortssupposedly
the key to real success in the juvenile delinquency
fieldhave occupied only about 5 per cent of the

court's time. The panel also found that judges and
defense lawyers have in some instances agreed to
place a delinquent on probation if he admitted
involvement and dropped his demand for a jury
trial.

These problems also infect our system for
handling adult suspects and it is understandable
that many of them have no respect for the courts.
But to expect any comprehension of crime, punish-
ment or rehabilitation on the part of errant youths
in such a setting is literally against the odds.
Furthermore, the report stresses that "stream-
lining present procedures will not be enough,"
that "piecemeal improvements will not do the
job."

Acting Chief Ju, ge Orman W. Ketcham, who
has headed the court since the death of Chief
judge Morris Miller in May, says he is concentrat-
ing on "doing what is feasible in the short .run" to
effect some reforms recommended by the task
force report. Now, at least, the court's judges are
meeting on a regular basis to discuss problems;
efforts are under way to slim down the calendar;
and Judge Ketch- has met with the police and
marshals to prom( -nore cooperation.

The more bask nges are before Congress, as
part of the protra conference committee nego-
tiations nver Dist of Columbia crime legislation.
Under President *ixon's reorganization plan, the
Juvenile Court v ld become a branch of a new
Superior Court, .hus able to benefit from the
machinery and 2anpower of a better organized
system. That this important proposal is embroiled
in the debate over other controversial anticrime
provisions is simply another chapter in this saga of
delay.



COPY

TO: Chief judge Greene

FROM: Judge Belson

RE: Project Crossroads

December 3, 1969

Pro:,ect Crossroads has been L- ,iaticn in the Court of General Sessions since
September of 1968. It has been supplied by the Manpower Administration of the U. S De-
partment of Labor with funds which will be exhausted on :September 15, 1970. I am in-
formed that as of Sept, [nber 1969 230 defendants in this Court had been enrolled in the
project, 70 percent of whom had their charges nolle prossed after a 90-day period of co-
operation wjth the project. Their recidivism rate was extremely successful in its efforts
to rehabilitate youthful offenders, I recommend that Project
into the Probation Department of this Court effective not later than September 1970.

The proposed inclusion of Crossroads in the Probation Department has been the
subject of several meetings in recent weeks attended by the Project Director, Mr. Leon
Leiberg, Harry Greene, Esq. , who has served as the project's liaison with the U.S. At-
torney's Office, John B. Bindl, Director of Probation, Mr. Burton, the Clerk of the Court,
Mr. Berling, Administrative Officer, and the undersigned. In his attached memorandum of
September 30, 1969, Mr. Leiberg explains the manner in which Crossroads would be in-
cluded in our probation Department as a separate department or unit thereof. Of vital con-
cern is the matter of funding. Mr. Leiberg's memorandum sets forth at page 5 an annual
budget in the amount of $186.858.20. With the help of Mr. Greene and Mr. Burton a
slightly more precise budget has evolved. It is set forth in Attachment A to the instant
memorandum. As modified, the projection of the total cost for a full year's operation
would be $190,094.88. Attachment A hereto replaces the budget set forth at page 5 of Mr.
Leiberg's memorandum.

Also attached hereto is the memorandum of John B. Bindl dated October 1, 1969,
which expressed his endorsement of the proposed inclusion of Crossroads in the Probation
Department.

Following the circulation of the memorandum of September 30th and October 1st,
further meetings were held among the persons mentioned above. It was concluded that no
significant problems would be created by the proposed incorporation of Project Crossroads,
but to the contrary substantial advantages to the Court and to those who come before it
would be derived from the inclusion.

I feel I should mention also a few potential problems which I believe our meetings
resolvech The question whether the Court can use the services of volunteers was discus-
sed. It was concluded on the basis of two legal memoranda prepared by the Attorney Ad-
visors Office that the use of volunteer probation officers is not barred by law. Project
Crossroads has in the past used persons who were not paid for their services. It was
agreed by all concerned that such persons can properly be utilized as volunthry probation
officers or deputy probation officers. Crossroads would endeavor to continue to use of
VISTA volunteers, but since they are paid by the Federal Government, they are not truly
volunteers.

Mr. Burton raised the question of tort claims, for example, those which might be
brought by persons struck by the automobiles of Project Crossroads field workers. It was
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agreed that the Crossroads personnel would be required to obtair insurance for their ve-
hicles just as, I understand, probation officers are at the present time. I add that, if
possible, they should be required to secure pclicies which do not exclude the District
Government as an additional insured. Otherwise, the policies will be of no use in the
type of situation Mr. Burton discussed.

The request by Mr. Leiberg at page 5 of his memorandum that the National Council
on Children and Youth be permitted to monitor the program after it is administered by the
Court should raise no problems. It would be understood that the NCCY would not have

access to any confidential files or materials in the Probation Department, but its repre-
sentatives would be welcome to speak with probation officers, enrollees, and other inter-
ested persons; and the Probation Department would be willing to make available to NCCY

any nonconfidential reports or statistics which it prepares.

It should be noted that in its program Project Crossroads has successfully employ-

ed the services of some persons with criminal records. It is apparent that carefully
selected persons in that category should be able to make a peculiarly valuable contribu-
tiun. It was ajreed that such persons should remain in the program and that if there is
any difficulty with respect to hiring them as court employees, as such, they be retained

on a consultir.g basis. Moneys for that purPose are included in the budget.

Also of interest in connection with this proposal is the possibility of obtaining a

Law Enforcemement Assistance grant of some $200,000 a year for two or more years for

the purpose of funding a residential center which would house selected probationers and

Crossroads enrollees for periods of two or three weeks. Mr. Bindl and Mr. Leiberg are
pursuing the matter of this highly desirable grant, which is contingent on the inclusion of

Crossroads. Its funding would be separate from the appropriations needed to finance
Crossroads as a Dart of the Probation Department.

On the basis of the above discussed and the attached memoranda, I strongly
recommend that Project Cros9roads be included in the Probation Department. Since a sup-
plemental appropriation will be required, time appears to be of the essence; and I there-
fore urge that the matter be taken up at a Board of judges meeting in the relatively near
future.

Attachments
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DISTRICT OF COLU1VIBIA COURT OF GENERAL SESSIONS
Fifth and F Strcets, N.W.
Washington, D.C. 20001

Telephone 629-4342

Peter J. Slevin, Jr.
Assistant Director of Probation

PROBATION DEPARTMENT

John B. Bindl Thomas D. Tieff
Director of Probation Assistant. Director of Probation

MEMORANDUM
October 1, 1969

TO: The Honorable James A. Belson, judge

FROM: John B. Bindl, Director of Probation

REFERENCE: Endorsement of Attached Crossroads Proposal

As you know, we in the Probation Department of this Court have followed with keen
interest the progress of Project Crossroads. We believe this service should be incorpor-
ated as a part of the Probation Department of this Court.

The memorandum to you from Mr. Leon Leiberg spells out in detail the timetable
for transfer of Project Crossroads to our department to be added to the 1971 budget, ear-
marked for the Probation Department. We are not suggesting expansion of the service at
this time because the Court merger has not been approved. The plan is sufficiently flex-
ible to continue servicing both our criminal division and the juvenile section or, if need
be, could be expanded into the criminal division.

You will note that space rental has not been included. If space will not be avail-
able within the Probation Department, we would need approximately $5,000 per year for
rental of the presently occupied space. The office equipment would be transferred at no
cost to the Court beyond regular maintenance.

We urge early approval of the proposal so that all the necessary planning can be
arranged to assure orderly transfer of this service as part of the fiscal 1971 budget.

This service is very much in line with the recommendations made by the Presi-
dent's Crime Commission in developing differential services and rehabilitative action
from the earliest possible time the defendant is in contact with the system of the admin-
istration of criminal justice.

JJB:bw
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MEMORANDUM

September 30, 1959

TO: The Honorable James Belson
Associate judge
Court of General Sessions

VIA; Mr. John B. Bincil
Director of Probation

FROM: Leon G. Leiberg
Director, Project Crossroads

REFERENCE: Absorbtion of Crossroads into the Superior
Court of the District of Columbia

At the conclusior of the meeting held September 19, in your office, it was decided

that a formal memorandum be prepared outlining procedures and establishing a budget for

the transfer of NCCY Crossroads operations to the Court in fiscal 1971. The reason for

planning one year ahead is simply stated, the fact that project monies will be exhausted

on the 15th of September, 1970, the anticipated date of completion of the experimental

and demonstration activities funded by the Manpower Administration of the United States

Department of Labor.

A continuation of "Crossroads" will not be possible unless funds from other

sources are made available, permitting a smooth and uninterrupted transfer of sponsor-

ship and continued recruitment of youthful offenders.

Presently, under intake rules agreed upon with the U.S. Attorney's Office "we

have enrolledduring_tt_19).astlgiaontris 1.6% of all defendants arraigned in General Ses-

sions Court." Based on our success rate to date, 70% of project participants (1.1% of

total number of defendants) are diverted from formal Court action and their charges nolle

prossed. The recidivism rate of 4% among those nolled has held steadily, indicating
substantial stability on the part of the individuals favorably terminated, and should pave

the way for additional categories of offenders, such as repeaters and non-predatory fel-

ons, to'receive the opportunity for similar diversion at a substantial savings in Court

time and cost.*
Essentlally, Crossroads provides for the element of community involvement and

response to inner city residents' needs which has been absent in the formal Court pro-

cedures of the past, it establishes relevance by offering employment and human services

at a critical time, and within a period of time (90 days) provides for complete release if

STAFF

As presently constituted, the staff of Crossroads is composed of two administra-

tive, three employment and eight counseling staff, in addition to two secretaries, which

occupy two offices located at 527-6th Street, N.W. and 629 F Street, N.W. in close
proximity to the Court.

7See -Attachment.
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VISTA workers (full-time service volunteers) have :Deer part of the project since
inception. Five volunteers are assigned by 0E0 to the project, their stipends paid di-
rectly by the Office of f':,::onomic Opportunity for their one year term of service. They have
responsibility for the educational c:omponent of the project and recruit ,,utors and commun-
ity volunteers independently but under supervision of paid staff. This manpower resource
is uxtremely valuable and it is suggested that it be extended should Crossroads be ab-
sorbed by the Court.

This staff, both profess!onal and non-professiom-.1, includes among the latter two
former offenders who have made good contributions to the overall effort. They represent a
new careers approach to the administration of justice, and by example provide credibility
to project participants who attempt new life styles. This basic personnel structure with
exclusion of administrative staff could form the nucleus of a rehabilitative pre-arraignment
unit of the Probation Department. Overall supervision would be exercised by the Director
of Probation, who would also closely monitor effectiveness and results. It is essential,
however, to maintain a distinct separation of functions between probation and Crcssroads
staff. There is much at the same time that needs to be shared, particularly in relation to
the community aspects of this effort and sensitivity to problems faced by inner city resi-
dents.

EMPLOYMENT SERVICES

A particularly important aspect of Crossroads is its effective employment compon-
ent. The availability of such a service within the Probation Department is considered in-
strumental in stabilizing offenders who have committed economic types of crimes. Reli-
ance on city employment programs is not adequate since vested interests and the diffi-
culties inherent when working with an offender population shift priorities to individuals'
potentially less troublesome. The agencies concerned have clearly stated this position
in the "Cooperative Manpower Planning System" (CAMPS) and do iecommend a court con-
trolled service, capable of close cooperation with local manpower services.

COST

The basic annual c.ost for a Crossroads-type Court service seems modest when
measured with traditional alternatives such as incarceration or long-term formal probation
and parole. At present, under experimental conditions, the rough cost per person serviced
is in the neighborhood of $300. The return to the treasury in the form of taxes alone pays
for the total expenditure, and savings in usual welfare payments to dependents should de-
fendants be imprisoned vastly exceed this total.

As planned, the Crossroads-type diversion effort within the
tion Department could consist of the following:

STAFF

structure of the Proba-

Nine community workers (new careers) at GS-7 ratings $ 68,751.00
Five community workers (semi-professional) at GS-9

ratings 46,600.00
One supervisor at GS-12 13,389.00
Three secretaries at GS-5 18,528.00
Total Staff Cost $147,168.00
15% Fringe Benefits 22,090.20

TOTAL $169,358.20
Local Travel Reimbursable at Current Rates 2,500.00
Other Services including Consultants at Actual

Cost not to exceed $75 per day 15,000.00
TOTAL $186,858.20
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All furniture, equipment, files, etc. , at present used by Crossroads and the prop-
erty of the U.S. Department of Labor, will be transferred "in toto" to the Court in the
event the proposal is accepted. The responsibility of arranging this transfer with the Fed-
eral property officer will rest with NCCY.

If absorbtion of the program could occur .'t an early date, the cost would neverthe-
less be carried by NCCY Crossroads until the formal expiration of the contract on Septem-
ber 1E, 1970-

It is hoped that NCCY will be permitted to monitor the operational aspect of the
Court administered Crossroads program for the purpose of obtaining information which would
assist other jurisdictions and the Manpower Administration.
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DRAFT PROPOSAL COPY

To provide the Probation Department, the Judiciary of the Court of General Sessions,
and Project Crossroads with a residential facility open to first offenders and probationers
whose economic adjustment is marginal and who are in need of a variety of short-term
types of assistance until capable of assuming more responsibility for their everyday needs.

ft is proposed that placement in the residential facility will come about in any of
three ways: (1) By Project Crossroads in connection with its efforts with first offenders
and in connection particularly with its job-training and employment services; (2) By the
Court in cases of persons who have been convicted and who at the time of sentencing
might be deemed unsuitable for probation unless this proposed alternative to incarceration
were available as a part of the Court-directed probation program; and (3) By the Probation
Department upon its own initiative in cases of persons already placed on probation by the
Court who thereafter appear to be in need of the type of specialized short-term assistance
which the residence will be able to supply.

Such a multiple focus will provide a new range of services to young offenders based
on tangible adjustment in the community and resulting in fewer cases committed to institu-
tions.

The approval and funding of this project will in no way impinge upon the indepen-
dence of the probation staff in making recommendations or on the Judges of the Court in
rendering their decisions. Also, the monitoring efforts by LEAA personnel will be con-
ducted according to Court rules and procedures guaranteeing die confidential nature of of-
ficial ecords.

Program Outline:

A program to insure that comprehensive assistance is provided to offenders after
arrest which will avoid needless incarceration and provide the basis for their positive in-
tegration into the commun'' ingful job training, employment, counseling and ed-
ucation.

There are present_ _able in the District of Colun1 ,1 two structured alterna-
tives to incarceration for the offender--an experimental pre-trial program, called Project
Crossroads, which diverts successful participants from criminal prosecution, and the post-
adjudication services of the Probation Department. At different points in the criminal jus-
tice process, both organizations attempt to provide supportive services and the opportunity
for achieving social and economic stability to offenders through community-based programs.
Both also recognize that their success in achieving these objectives would be considerably
enhanced by the availability of a short-term group residence facility for their respective
efforts.

Since the early months of 1968, the United States Department of Labor-sponsored
"Project Crossroads has been functioning in both the Juvenile and General Sessions Courts
of the District of Columbia, aiming at diverting youthful first offenders from the Criminal
Tustice process. This project has received national atteition as a result of its demon-
strating that persons charged with economic types of offenses, are able to adjust positive-
ly to society with a markedly reduced incidence of recidivism. Locally, it has received
the full cooperation of the Office of the U.S. Attorney and the Courts. It is presently pro-
posed that the Crossroads Project be incorporated into the D.C. Court of General Sessions
Probation Department after completing its experimental phase. That proposal is now under
active consideration.
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At a very early date in the project's operation, it became apParent that a number of
individuals lacked even the most rudimentary basis for community stability because their
living situation was completely disorganized. A review of community resources revealed
that, with the exception of "mission" type overnight lodging sponsored by the Salvation
Army, residential assistance of the type needed was not available locally. This hindered
full utilization of the manpower services offered by Project Crossroads, and in some in-
stances was the basis for a participant's negative termination from the project.

There is a similar need for such a resource among probationers. There are cur-
rently over 2,000 persons on probation under the supervision of the Probation Department
at the D.C. Court of General Sessions. It has been evident for some time that within this
group of probationers there are a significant ntmber whose living conditions and whose
economic and social adjustment, at a particular point in time, combine in such a way that
successful functioning in the community is virtually impossible. The probationer lacks
sufficient family ties or ocial contacts and is without support in the community. This
crisis situation obviously requires immediate and effective solutions, other than mere in-
carceration.

A more realistic alternative to incarceration would be to have under the administra-
tive supervision and control of the Probation Department a "probation hostel" where pro-
bationers could be housed on a shoit-term basis until suitable replanning can be accom-
plished. Whether this is resolved wii:hin a few days or a few weeks, the counseling and
other services would be available through the Probation Department without disturbing the
positive aspects of the relationship with the probation officer, so important at this crit-
ical time. The needs of the individual could be evaluated immediately and necessary steps
taken toward resolving the crisis sufficiently to let-um the probationer to a situation more
conducive to suitable living, as well as prepare him to take full advantage of it. Individu-
al and group counseling, a full range of employment counseling and placement services,
as well as other more direct assistance in developing suitable living quarters, etc.,
would be available seven days a week.

At a time of greater community concern as to the causes and problems of crime and
the justified requests for humane treatment of offenders based on rehabilitation, it is es-
sential that an attempt be made to investigate under clinical conditions the effectiveness
of a fully non-penal community residence.

Continuous follow up of the participant's performance and adjustment will be made
to determine the imr .ct of the program and to modify the focus based on operational exper-

ience.

Operating Procedures:
Admission will be contingent upon referral by the Probation Department and Cross-

roads coordinated by the resident administrator and based on criteria to be established co-
operatively.

Priority will be given to individuals who are without employment and visible means
of support between the ages of 18-35,* or as determined by the Director of Probation who

will have ultimate responsibility. Available space will be divided upon a substantially
equal basis between Crossroads and probation referrals.

Within 24 hours after admission a complete assessment of the employment needs
of the individual will have been made with the aim of achieving rapid economic self-

*Based on F.B.I. national statistics (Uniform Crime Reports-1968), 74% of the police ar-
rests involve individuals 18 years of age. Within this group, 18-35 year olds account for
80% of the arrests for serious crimes against persons and property, 90% of all narcotics
arrests, over 80% of arrests for stolen property offenses, and70 % of arrests on weapons
charges.
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sufficiency. At the same time, the person' other needs will be assessed, particularly
with respect to his short-range emotional enct social adjustment. Crisis intervention aimed
at meeting these needs will be rendered immediately and will continue during the entire
length of residence.

VISTA volunteers assigned to the hostel will provide educational and cultural en-
richment assistance in the evening hours and on weekends. This intervention, by inter-
ested and specialized service volunteers, is aimed at overcoming feelings of rejection by
the community.

VISTA volunteers have participated in Project Crossroads since inception of the pro-
gram; their contribution has added depth and flexibility to staff capabilities. VISTA volun-
teers are able to offer and conduct evening programs and weekend activities for partici-
pants, are trained in community organization, and are often able to introduce innovative
approaches to program operations. VISTA and other community volunteers are an important
symbol of community concern for the problems of the young offender population.

Contacts with OEO/VISTA concerning the future deployment of service volunteers
have been made and it is anticipated that they will continue to serve the offender popula-
tion through the services offered by the Court.

Ex-offenders have also been involved in the Crossroads program as counselors and
community workers, proving that this untapped manpower resource can also make a sub-
stantial contribution provided they are otherwise qualified.

Once the individual is provided with meaningful employment and involved with sup-
portive services, his stay at the hostel should help stabilize his behavior and he will be
better able to make long-range decisions on his own behalf. At this point, he will also
contribute his fair share toward his upkeep in the hostel, reimbursing expenditures for food
and room. It is anticipated that in most cases, within three weeks of arrival the resident
should be able to maintain himself in the community and use only the non-residential based
services made available to him.

BUDGET:

A. Staff Services

Administrator (GS-11) $11,233.00
Clerk-typist (GS-5) 6,175.00
Counselor (GS-7) 7,639.01
Counselor, 1-1/2 time (G5-9)
Research Analyst (GS-10)
Janitor housing Engineer (GS-5) 6 176.00

SUB-TOTAL $55,450.00

15% Fringe Benefits-Leave 8,318.00

TOTAL $63,768.00

Consulting Services at Cost not to Exceed
$75 per day 2,500.00

TOTAL STAFF SERVICES $66,268.00

B. Residential Services

The most economical way to operate the proposed residence would in-
volve the purchase of a suitable building and the remodeling for its intend-
ed purpose. Upon completion of the program, this building could then be
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resold or leased by the Government to interested public or private agen-
cies. Should this not be possible, we are advised that the cost of $100
per bed is considered the base formula to compute rental cost.

Rent at $2,000 per month
Telephone and Postage
Utilities and Heating
Supplies
Rental of Typewriter
Dry Cleaning
Washer-Dryer (institutional type)
Repairs, Furniture and Maintenance

$24,000.00
720.00

1,020.00
600.00
600.00

2,000.00
2,500.00

10,000.00
$41,440.00

C. Food
At $4.00 per day (100 x 365) $36,500.00

D. Miscellaneous
Unanticipated Expenses
Medical Services
Clothing (work)
Bed Linen
Blankets - purchase (200)
Travel (local for personnel at 10 per mile',
Local Travel for Residents at $_ .00 per reFidcat
Insurance
Rental - Furniture - Office

Cost per day (547 x 365) per person: $21 .
( 25 )

$20,000.00
10,000.00
5,000.00
2,000.00
1,000.00
3,000.00
9,125.00
2.500.00
1,600.00

$55,525.00

TOTAI $199,733.00
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DISTRICT OF COLUMBIA COURT OF GENERAL SESSIONS
WASHINGTON. D. C. 20001

JAMES A. BELSON
JUDGE

March 23, 1970

Mr. Leon Leiberg
Project Crossroads
527 6th Street, N.W.
Washington, D.C. 20001

Dear Leon:

This is to confirm the information I conveyed by telephone
to Mr. Trotter that it was the consensus of the Board of
Judges at its meeting of March 19, 1970, that Project Crosroads
should be continued in existence as a part of this Court. As
I indicated to you earlier, the Project will operate in close
liaison with the Probation Department. Technically, however,
it will not be a section of that Department. After inclusior,
the director of the Project will report to the Chief Clerk,
Mr. Burton, through the director of the Probation Department.

We will continue to give attention to the matter of
acquiring the necessary appropriation for the Project.

With my best personal regards.

cc: Chief Judge Greene
Mr. Burton
Mr. Bindl
Mr. Berling

Sincerely,

jamehs A. Belson
ri iteregM'lL
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DISTRICT OF COLUMBIA COURT OF GENERAL SESSIONS
WASHINGTON. D. C. 20007

JAMES A. SEt...SOH
JUDos

August 31, 1970

Mr. Leon G. Leiberg
Director
Project Crossroads
527 6th Street, N.W.
Washington, D.C. 20001

Dear Mr. Leibero:

This letter is in response to your inquiry about the

timetable and plans for the assimilation of Crossroads into
the Superior Court of the District of Columbia. I have dis-

cussed the matter with Chief Judge Harold Greene, and he has

asked me to make the following response for the Court.

As you know, the request for appropriations for the

court reorganization plan has been submitted to Congress and
includes the budget needs for the project. Presently the
entire matter of funding for the period during which this
Court will be transformed into the Superior Court is being
submitted to Congress for consideration on u highly expedited

basis. Under all the circumstances, it appears reasonable to

assume that the monies will be forthcoming and available by
the end of thi calendar yeal.

In view of the fact that your present contract expires

and funds from the Manpower Administration will not.be avail-

able after September 15th, we would urge that an extension of

the contract be sought until such time as regular funds for

the Court's operation become available. This will permit the

continuation of the project in its present form without inter-

ruption until the transition is completed and administrative
prdblems worked out.

In the event that court funds become available prior to

the end of the extension period of your contract, une:pended
funds would be returned to the U.S. Department of Labor.

Should you experience any difficulties in obtaining

this contract modification, we would be pleased to communicate
directly with the Manpower Administration.

cc: Chief Judge Green

Very truly yours,

GO,P1-47
ames A. Belson

65



NATIONAL COMMITTEE FOR CHILDREN AND YOUTH WASHINGTON DC, 20001

PROJECT CROSSROADS 527 SIXTH STREET NW
(202) 628-7885
(202) 783-8853

LEON 0. LEIDERD
Project Director

Mr. Walter S. Burke
Director, Neighborhood Youth

Corps
1000 U Street, N.W.
Washington, D . C .

Dear Mr. Burke:

May 12, 1970

Pursuant to discussio. s on April 28, 1970, with Mr. Obi Ogene, Deputy Director
of NYC. I am requesting that .t.zoject Crossroads participate in the NYC-2 program begin-
ning July 1, 1970. Access to said funding would provide a valuable adjunct to project
services by providing another vehicle of upward mobility for project participants.

Project Crossroads has needed an inducement to private employers to hire and/or
train youthful first offenders. These young men and women are handicapped by character-
istics of many inner city residents, i.e., low levels of educational achievement, limited
work records, lack of awareness of existing manpower resources, negative attitudinal
factors, low aspirations, etc.

In addition, other factors adversely affect persons serviced by Crossroads. such
as a reluctance by empLoyers to accept young job applicants. The increased movement of
Washington businesses to suburban localities has resulted in fewer entry level jobs for
which young people must compete. Curtailment or phasing out of federally funded train-
ing resources has also aggravated the local manpower situation. Further, project partici-
pants are hampered vocationally by pending court charges which forbids employment by
local governments.

Should Project Crossroads be selected z- F- _Lbcor , Ne. f-lbc.fii.,od Youth
Corps, it would perform al,- _ functions:

Develop on-the-job training facilities, both part-time and full-time.

SH,lect C'T occupations leading tu upward mobility.

F,--,siodicallv inspect training sites and evaluate participant r. ess
Prepare reports to NYC as required.

Select project participants meeting NYC criteria.

Disburse .stipends zo project trainees.

Tutor trainees for the GED during the training period.

a Provide ongoing supportive assistance.

Assist in job placement where necessary.

The aforementiomed would be performed by three components of IrToject staff:
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I. Crossroads' employment staff would be responsible for selection
and supervision of on-the-job training facilities to be utilized by proj-
ect participants. Employment staff will oversee vocational aptitude
testing of project OJT candidates, largely relying on DVR and MTESTk
facilities. Occupations for which the participants will be trained will
lead to permanent full-time meaningful employment. The employment
staff will also assist persons in securing other employmmt in the fu-
ture should placement with the trainer/employer prove unsatisfactory.

2. Project community workers will provide ongoing supportive ser-
vices to participvnts while in training. Caseloads of less than 25
youths per counselor permit intensive contacts with participants and
the community workers, a group of paraprofessionals and professional
Persons, will continue to deal with problems relating to schools,
courts, homes, and the community.

3. A component of five VISTA volunteers assigned to the project,
tutor participants for passing the high school equivalency examina-
tion (GED), selected government examinations, and provide educa-
tional remediation as needed.

The attached project descriptior! details external linkages with existing community
services. We will be happy to answer any further inquiries you may have regarding the
project. Looking forward to hearing from you, I remain,

Enclosure:

cc: Mr. L. G. Leiberg
Mr. Obi Ogene

4.
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Yours truly,

Daniel S. Little
Manpower Specialist
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APPENDIX

Research Design

Proposed Data Gathering, Measurement
and

Assessment Techniques to be
Utiliz-.d in a Final Evaluation

of
Project Crossroads

Submitted by:
Roberta Rovner-Pieczenik
Consultant
Proj ect Cros sroads
November 1, 1969



Project Crossroads, by providing intensive manpower services tic, first time crimin-
al offenders, offers _a alternative to criminal adjudication through ecorynmic stabilization.
The following report outlines data gathering methods and subsequent proCedures for analy-
sis.

At this time it will be difficult to abstract all the possible questions which will be
asked of the data. However, the major areas of the final analysis will include the follow-
ing:

1. The range of services received by Project Crossroads pelIncipants.
This calls for a program description as well as summary statistiCs of em-
ployment placements, legal dispositions, etc.

2. An evaluation of the effectiven?.ss of specific Program 0Derations
in terms of short-run and long-range benefits to particAPants.
sons between participants and a control group of non-participarits will be
undertaken in the areas of employment and legal behavior. Incp-ldecl will
be an evaluation of the type of individual most successful in a Crossroads-
type program. Such variables as age of participant, sex, chare category,
previous employment, and _.ducational history will elicit a profile which
will differentiate "high risk" from "low risk" categories of Participants.

3. An understanding of program structure and operations eel.Q those
specific program factors which explain its effectiveness. Ino Ityled will
be an evaluation of the time period necessary for working intenoively with
participants and the relative value of the different services affvrded a Par-
ticipant. An evaluation of the impact of the staff itself will be nIctde

4. A cost analysis/effectiveness study determining the o(Ot of pro-
gram operations and evaluating the benefits to the courts, huai6s Com-
munity, etc. Comparisons will be made between participants 40c1 non-
pardcipant controls.

A description of the goals of Project Crossroads and services offered to partici-
pants can be found in previous interim reports. While these will not he rapeated in this
monograph, a word about goal-setting is appropriate. The goals of an5/ organization de-
termine the kind.., of goods and services it produces and offers to the cOnniunity. Project
Crossroads is no exception to this principle. The project is and has hOen. subject to eval-
uation by both the Department of Labor and the District of Columbia ootirtS. Goals ana
program operations are necessarily a compromise between contractual otaigations and
original program conceptualization.

Utilizing the aforementioned topics as guides to the final analv.eiS, the following
report has been arbitrarily divided into divisions which permit clarity vf presentation:

measures of program effectiveness for participants

II- the structure and operation of the program

relations between Project Crossroads and its "environrnefit"-the
court, employment market and social agencies.

An earlier communication proposed that all, data be coded and tOnsferred to IBM
punch cards. Not only would this facilitate analysis but it would allorfi Project Crossroads
results to be compared with findings from other demonstration projects, Also, questions
could be put to the data at a later time which are not of immediate corlern.
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I Pro ram Effectiveness for Participants (Research questions 1 & 2)

Behavioral and attitudinal indicants will be used to measure program effectiveness.
Analysis will emphasize the e.havioral indices because these are more easily measure-
able.

The following indicants will serve as operational definitions for the legal "suc-
cess" of the program as it egects participants:

a. Type of adjudication of original charge (e.g. dismissal, held for
trial, etc.)

b. Recidivism while enrolled in Project Crossroads (e.g. arrest and
conviction record)

c, Recidivi8m after termination from Project Crossroads (e.g. arrest
and conviction record)

d. Seriousness of subsequent offenses (e.g. felony vs. misdemeanor,
personal vs. property offense, etc.)

Type of Adjudication

The court's disposition of the charge or comPlaint filed against the participant will
influence the nature of his future contact with law enforcement agencies as well as his .

future employment possibilities. A disrnissal of the charge for the first offender will be
considered ''desireable" frorn the participant's viewpoint and "successful" for that of the
program. From the court perspective a dismissal reduces case backload and saves man-
power hours and costs incurred in continuing prosecution.

A frequency tabulation of lenal dispositions of project participants (including ac-
companying percentages for both juveniles and adults) will be presented. This information
will be abstracted from the Participant Termination Form (Appendix A). Statistics for par-
ticipants will be compared with: (1) arinual court statistics and (2) a randomly selected
control sample of juveniles and adults (Appendix B)

Recidivism

Recidivism as reported in the t&rif. varies by age of offend-
er, crime type and other variables, but remains consistently high across all categories
(e.g. of offenders under 20 released from custody in 1963, 70% recidivated within four
years). Project Crossroads, by affecting the dismissal of charges avoids expozure of the
participant to the corrupting influence of the jail or prison, while giving him the possibil-
ity of a legitimate economic stake in the community.

Recidivism rates for Participants during program enrollment will be abstracted from
the Participant Termination Form. Frequencies will be calculated separately for juveniles
and adults, as will the folloWing: dismissals and ncn-dismissals; favorable and unfavor-
able terminations; personal and property offenses; misdemeanor and felony charges; and
other relevant differentiations. Statistics on recidivism rate following program termination
will be abstracted from the Participant Follow-up Form (Appendix C). A longitudinal analy-
sis of recidivism will be done at three month intervals for one year after program termin-
ation. According to natiorol statistical trends, the largest percentage of recidivism oc-
curs within a year following custody. The longer the period of non-recidivism, the less
likely the individual to recidivate. While follow-up information on a randomly selected
group of participants will be attempted.
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Recidivism ratc.s of project participants will be compared with rates of the control
sample of non-participants. The follow-up form for controls is not yet completed. Follow-
up for control will occur a year after case disposition. In order to control for irvalid fol-
low-up responses, it is suggesced that a thorough check of court files be undertaken for
recidivism statistics for a selct number of participants.

Seriousness of Subsequent Offense

Recidivism can be measured both quantitatively and qualitatively. Thus, the na-
ture and seriousness of a subsequent offense may be as important in understanding crime
patterns as tha absolute number.

Subsequent offenses will be classified and evaluated on a number of categories,
including misdemeanor vs. felony charge, personal vs property offense, seriousness of
first charge vs. subsequent charges.

Statistics on the above indices will be tabulated and then cross-tabulated against
such variables as: legal ciisposit:Ion of participant (dismissal vs. non-dismissal); termin-
ation recommendation by counselor (favorable vs. unfavorable); age caieaories (juvenile
vs. adult offenders); educational background (high school graduate vs. non-graduate);
and other relevant variables.

Employment rlata will be abstracted from the following records:

1. Intake Record (Appendix Di: an interview schedule which records
a participant's legal, employment, educational and family history.

2. Participant Termination Form: summariz, o information recorded
during project participation.

3. Participant Employment Record (Appendix E): records all employ-
ment services rendered to the participant.

4. Participant Follow-up Form: provides longitudinal employment
information after project termination.

In addition to the major indicants of employment success the aforementioned forms
also yield valuable information on work-related problems, turnover rates, and future vo-
cational aspirations. Although ancillary, this information will allow interpretation of other
employment findings.

Educational Indicants

The educational division of Project Crossroads displays a secondary role in project
operations and participation is on a voluntary basis. Yet, in itself, taking part in the pro-
gram might be an important indicant of serious intent for self-improvement by the partici-
pant.

For purposes of measuring educational "success" for those volunteering partici-
pants,the following indicants will be used: Separate tabulations will be kept for the par-
ticipants and control sample, and for arrest and conviction rates.

Employment Indicants

Project Crossroads, as a manpower service, secures employment for the unemploy-
ed and underemployed. Quantitative measures of employment (e.g. position, salary) will
be deemed important from both the community's and participant's viewpoint. Qualitative

71

7 9



factors of employment (e.g. attitude toward work, relationship with fellow employees and
employer) will also shed light upon the work problems of the relatively unskilled, poorly
educated worker. This will effect his Iong-run job potential.

The following indicants will serve as employment "success" of participants:

a. Referrals and placements through Project Crossroads, for employ-
ed and formerly unemployed participants.

b. Improved salary for the period including: (1) employment before
entering Crossroads and last Crossroads job held; (2) employment entering
Crossroads and leaving Crossroads; (3) employment at Crossroads termin-
ation and through last follow-up.

c. job mobility for the period including: (1) employment before enter-
ina Crossroads and last Crossroads job held; (2) employment entering Cross-
roads and leaving Crossroads; (3) employment at Crossroads termination and
through last follow-up.

d. Improvement of skills through job training programs and subsequent
placement.

e. Favorable on-the-job work characteristics at project termination:
regularity of work, promptness, etc.

f. Decreased welfare payments and unemployment compensation re-
sulting from Crossroads job placements or employment thereafter.

1. Enrollment and attendance in the educational program.

2. High School equivalency diplomas received during proj-
ect or because of project incentive.

3. Completion of remedial course of study (either during
Crossroads enrollment or after termination).

4. Attendance in the educational division after formal proj-
ect termination.

5. Re--entry into high school of dropouts, because of proj-
ect efforts.

For purposes of statistics, we will tabulate numbers of enrollees in different pro-
grams of study and include the average number of hours of instruction per enrollee. Cross
tabulation will be done relating such variables as age of participant, charge, legal "suc-
cess" etc. with educational variables. Most information will be abstracted from the Edu-
cational Division Monthly Report (Appendix F) and the Participant Termination Form.

An evaluation of the effectiveness of Project Crossroads for specific types of par-
ticipants will be attempted by cross tabulating legal and employment "success" and "fail-
ure" categories with specific personal (e.g. age, charge, sex) and program (e.g. easy to
contact, enrolled in education) variables. Profiles of "high" and "low" risk participants
will be derived.

II Structure and Operations of Project Crossroads (Research questions 3 & 4)

The measurement of a program's effectiveness is not a substitute for explaining
success. An analysis of Project Crossroads operations should locate structural properties
of the program which contribute to program success. Unfortunately, variation in program
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structure is non-existent. For example, it would be difficult to say with certainty that a
particular division of the program should be expanded or diminished. It may be that all
project divisions are unnecessary as they now exist, because only a hint that the charge
may be dropped offers enouah incentive for changed behavior. It is suggested that future
experimental and demonstration projects concern themselves with program variables as
well as program outcomes so that a program's effectiveness can be precisely explained.

Yet, an attempt to explain Project Crossroads will be made here. Specific aspects
of the program will be evaluated by both staff and participants.

A retrospective analysis of employment data should reflect the average time period
needed to render adequate employment services to participants (in terms of job turnover
and stabilization).

Staff Information

Interim reports have described the development of the project from initial "growing
pains" through present maturity of operations. Ideally, an outside observer would take
systematic note of staff operations. For example, he would note the results of personnel
attrition and replacement; staff relationships which affect the working atmosphere, etc.
Under existing conditions, the following information will be utilized.

Quantitative
Systematic, quantitative measurement of staff activities (instituted September 1969)

will be abstracted for the counseling division from the Participant Action Form (Appendix
G):

1. Contacts completed by the counselor with the participant and
those made in behalf of the participant.

2. Place of contact (e.g. home, office)

3. Type of contact (e.g. telephone, personal)

4. Initiator of contact

5. Nature of problems discussed

6. Manner in which problems were handled by counselor or partici-
pant.

A summation of this information appears on the Supervisor's Weekly Report (Appendix H).

The activities of the employment staff will be abstracted from the Employment
Monthly Report (Appendix I) and the Employment Activity Form (Appendix j). These forms
will yield quantitative information concerning:

1. Placement activities (e.g. statistics of placements, time spent
with participant)

2. Field activities (e.g. type of activity and time spent)

3. Job development activities (e.g. number of contacts per week,
mode of contact, time spent on a contact)

The activities of the educational division are quantitatively summarized on the Ed-
ucational Monthly Report. Basic statistics are available:
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1. Statistics of participants and tutors (e.g. numbers, turnover)

2. Activities of tutors (e.g. subject areas taught, time spent per
participant, per week)

Qualitative
Although quantitative measurements tor 64:.me aspects of staff activities will be

undertaken, they do not represent an accurate picture of a total job. P. Crossroads job
that involves close relationships between staff and participant, staff and staff and hirh
offers changed individuals as an end product, relies on many tangible, difficult-to-
measure variables. For example, no measurement can be taken on the enhanced feeling of
self-worth a participant carries from the program.

Our only clue to some of these intangibles will be in the form of "soft" data. The
final report of all staff members will cover their perceptions of the following:

1. Objectives (goals) of 1-leir i...!D

2. Mode of operation necesary -to achieve the objectiv 3S

3. 'Problems which must be Jea:i: with on a continuing h-asis

4. .3uggestions for change in ±-zTision operations and their own job.

In addition to the above, supervisors will include in their reports a critique of op-
erations from an administrative point of view (e.g. intra-division staff relations). A de-
tailed guide for final reporting procedures will be completed at a later date.

Participant Information

The analysis of a project whose end product involves changes in individuals can
not be comple without feedback from the individuals affected by the program. For this
perspective on project operations a Participant Evaluation Form (Appendix K) will be
routinely handed to every participant by his counselor. Questions are simple, asking
for an evaluation of the program, as opposed to an evaluation of particular staff members.

Cost Analysis

An evaluation of program operations would not be complete without a cost analysis/
effectiveness study. While cost studies of this type are standard procedure for business
corporations they are just coming into vogue for the study of social problems which finan-
cially burden the taxpayer.

In addition to calculating the real operating costs of the project in relation to the
number of participants served, a cost effectiveness study will compare a random sample of
participants with the control sample of non-participants in terms of court and other costs,
(e.g. unemployment compensation). A detailed analysis of average legal costs will be
based on an updating of costs already computed by the Department of Correction in the
District of Columbia, appearing in B. Cantor's and S. Adams', The Cost of Correcting
Youthful Offenders (September 1968). Legal costs for arrest, court action, institutionali-
zation and parole and probation supervision have been estimated. Follow-up information
of a year's duration will be included.

Full details of the cost study have not yet been elaborated. At the present time,
contracting for the services of an individual specializing in economics and cost analysis
is being considered.
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III The Environment and Project Crossroads

The "environment" in which an organization such as Project Crossroads exists in-
fluences its operation. Employment statistics (e.g. number of placements) are determined
in part by the job market. Program variation (e.g. rendering full services to some partici-
pants and partial services to others) is bound by court stipulations. Outside social ser-
vices necessary for participants (e.g. type of aid and immediacy of service) is related to
the kinds of relationships which exist bt_tween staff members of Project Crossroads and
the outside agency. In order words, the "environment" or "field" is an intervening and
sometimes determining variable, itself, , in influencing program operations.

rob Market

The job market available to participant is a functi-n of ....Oth existing job and train-
ing opportunities in the area and the effectiveness of the th-:_-7elop,7-rs in i_-_:-ncovering po-

tential positions.
Information on job development (e.g. description, pes of relationships

established, suggestions for future job developing, etc.) .111 L3 contained in final job de-
veloper reports. The Employment Activities Record will re-speai rtair-- Dbjective informa-
tion regarding the type of companies contacted, mode of conta t, tirrys spent "developing"
a contact, etc. Together, the records and final report will off - a pi=ure of the job de-
veloper's operation.

Yet, the gap between job developing and job placeme:- s an _Important one. Do
all companies who promise jobs, "come through"? Which -,E of e=bloyers and com-
panies are most amenable to working with our project-gove7:-1.-:--Lent, laTge private, small
private, etc.? What is the rate of turnover for different kir slis of positions? What kinds
of positions are available to our participants? When is on-the-job training offered? Does
training enhance salary prospects? These and many other ouestions will be answered by
portraying a picture of the rea2itieS of the job market as they affect the program. Most of
this information will be abstracted from the job Placement and Training Placement Forms
(Appendix L).

Courts

Relations with the courts (juvenile and general sessions) will be described in
terms of chronology by staff supervisors and the project director. The ways in which di-
rect court restraints (e.g. charge categories deemed acceptable) and operations (e.g.
court recommendations for eligible participants) influence Project Crossroads will be an-
alyzed. Suggestions for improved working relations will be offered.

Social Agencies

Contact between Project Crossroads and outside social service agencies (e.g.
hospitals, welfare bureau, etc.) will be monitored. Abstracted from the Participant Con-
tact sheet and the Employment Activities sheet will be contacts made between Crossroads
and other agencies on behalf of the participants. This will be coupled with the final re-
port of the staff, emphasizing the types of working relationships maintained (if any) with
outside agencies and the importance of these agencies to Crossroads operations. Sugges-
tions for inter-agency information transfer and utilization will be offered.

Concluding Note

The measurement and assessment of an experimentation and demonstration project
is a difficult task. Variables of concern are numerous, in- olving personal, organizational
and environmental factors (not to mention time, place, Cortrols are necessary, al-
though imperfect. Evaluations are critical, although in -nre.cise at times. To put a program
into operation constitutes the "means" of the system, accoraing t a researcher. An ade-
quate understanding of the program's operation and effet7tivess Is the real "goal."
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United States
of America

Continuation of House proceedings of December 21, 1970,
appear in this issue after today's House proceedings

ortgressional Record
PROCEEDINGS AND DEBATES OF THE 9 Ist CONGRESq SECOND SESSION

Vol. 116 WASHINGTON, TUESDAY, DECEMBER 22, 1970

PROJECT CROSSROADS
Mr. MATHIAS: Mr. President, our

prisons are overcrowded, underfunded,
and understaffed. Too many correctional
institutions harden the casual offender
into a committed criminal. It often radi-
calizes inmates, breeds anger, retribution,
and recidivision. Our correctional system
is too often not a positive contribution.
Boat the criminal and society suffer.

There are a growing number of critn-
inologists who believe that the only way
to break this vicious oycle is to avoid
the correctional institution, at least until
it has established modern and rele-
vant rehabilitative techniques. Halfway
houses, residential centers, and so forth,
have begun in an effort toward accom-
plishing this objective. Society demands
such effort in the search for law and
order for every man's safety and secu-
rity, as well as for the pursuit of justice.

Project Crossroads, a Labor Depart-
ment funded manpower project attempts
to keep prospective defendants out of
jail by putting them into jobs. It is a
creative and innovative program which
gives manpower services to young first
offenders. It is not a free ride. Prospec-
tive defendants upon arrest are inter-
viewed by the Crossroads staff to decide
Whether the.y meet the qualifications for
Participation in the program. If they
do, and with the consent of their coun-
Ael, the judge, and the district attorney,
the individuals are placed into Jobs and
given remedial and manpower services.
If after a couple of months they do not
show signs of adjustment, they are placed
back on the court calendar for trial.
Nothing is lost.

If the program is successful, the indi-
vidual may avoid the judicial system
with its expenditure of precious time and
meager money, and circumvent the
doubtful success of the correctional in-
stitution. But above all, there is a possi-
bility that a huraan life is savedthat a
human life may become productive both
to himself and to the community, It is an
experiment worthy of close study and
careful evaluation.

The following two articles, one as it ap-
peared in the November 4 issue of Man-

Senate
power Information Service publication
and the other by the Crossroads help to
explain the program.

Mr. President, I ask unanimous con-
sent that the above-mentioned articles
be printed in the RECORD.

There being no objection, the articles
were ordered to be printed in the RECORD,
as follows:
[From the Project Crossroads, October 19701
AN EXPERIMENTAL AND DEMONSTRATION PRO-

GRPM FUNDED BY IHE U.S. DEPARTMENT OF
LABOR, MANPOWER ADMINISTRATION

I. INTRODUCTION
Crime has become one of the most virulent

diseases of our societya disease for which
no certain cure has been found. The Presi-
dent of the United States, in his State of
the Union Message, called for ". . . war
against the criminal elements which in-
creasingly threaten our cities, our homes and
our lives." Th, President asked for "new
and stronger weapons" to wage this war,

Perhaps, through Project Crossroads and
similar programs we may identify a few
"weapons" which wc believe can be effective
in the continuing search for answers to this
growing problem.

Given an opportunity for a job that pays
a decent salary, with a chance for advance-
ment, and provided adequate training to
qualify for the job, will a young person choose
crime? We ,don't believe he will. This isn't
a simple solution of course, for each youth
presents a different problem and a new chal-
lenge. It is only by recognizing the needs of
each individual that we can reach young
people in their first conflict with tbe law.

If these young people can be turned aside
from lawbreaking before they have estab-
lished a "record," there is a greater hope
that they will refrain from committing fur-
ther acts of delinquency and crime. One of
the most crippling handicaps a young per-
son can have in seeking a career is a record
of conflict with the law. If redirection and
new motivation can be achieved before the
habit of lawbreaking has been established,
prevention, the most powerful weapon
against crime, is in our hands.

Mrs. ISABELLA J. JONES,
Executive Director, National. Commit-

tee for Children and Youth.
II. WHY PRETRIAL DIVERSION

The concept of pretrial diversion embraced
by Project Crossroads has three points of
focus: the criminal defendant himself, the
criminal justice system which must respond
to his social deviance, and the community to
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which .both b -along. In the first instarn..: the
project aspires to provide accused offenders
with an assist along the road to social and
economic viability through the application
of intensive, short-term manpower services.

/n the second area; the project hopes to
demonstrate a feasible method of making the
criminal justice system fferible in its opera-
tion and more effective as a rehabilitation
vehicle. The former is achieved by building
into the r.--stem an alternative to the three
traditionaf dispositional possibilities: dis-
charge without supportive services, l'alelkqe on
probation (formal or informal) with a modi-
cum of support, and incarceration, usually
the least des-rable of all. At the same time,
the system's effectiveness as a rehabilitative
and deterrent mechanism is enhanced by the
availability of relevant, personalized and In-
tensive services for young offenders who may
be on the threshold of a criminal career, and
for whom normal court processing would in
all probability be a negative and hardening
experience.Thirdly, as a result of this intervention,
the community as a whole gains from the
reduction in recidivism or repeated criminal
activity among the -group served as well 0.51
frona their improved employability and pro-
ductivity.

Project Crossroads was designed for int-
plementation in two phases. Phase I (Janu-
ary 15, 1968-May 15, 1969) was devoted to ex-
ploration and development in the areas of
program concepts, staffing, administration,
human services, and the utilization of com-
munity and VISTA volunteers. It had an en-
rollment goal of 360 first offenders. During
Phase II, which covers the period of May 16,
1969, the December 15, 1970, program effec-
tiveness is being measured and assessed, with
particular reference to the feasibility of its
replication in other jurisdictions. At the end
of Phase IL dUring which BOO additional en-
r ollees will have been served, the project will
become a component of the new Superior
Court of the District of Columbia.

III. HOW 'THE PROJECT OPERATES
A. Organization and staffing

The project staff of 14 paid workers and
seven VISTA -rolunteers is divided into three
components: counseling, employment Serv-
ices, and education. The counseling section
Of five community worker-counselors and one
supervisor is responsible for both the screen-
ing of prospective enrollees and the provision
of acne guidance and supportive services for
assigned caseloads which average about 20-26
youths per counselor.

The employment section of three place-
ment officers and a manpower specialist has
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the task of evaluating th_ miployment and
training needs of enrollees and placing them
in good positions offering skill upgrading,
good pay ad upward mobility.

The education section of the project is
staffed by seven VISTA volunteers assigned
by EOE to provide coramunity involvement in
the Crossroads prograrn. The VISTAS recruit
and coordinate a volunteer staff of about 45
tutors to provide individualized tutoring and
test preparation services to project partici-
pants and other youths referred by commu-
nity agencies.

Backing up the three operational compo-
nents are a project director, an assistant di-
rector, and two secretaries.

One of the project's experimental and dem-
onstration features has been the utilization
or non-prnfessional staff in what have been
traditionally professional occupational roles.
Consequently the project is staffed primarily
by non-professional workers most of Whom
are culturally and experientially similar to
the participant population. These workers
have demonstrated their ability and dedica-
tion to the goals of the project and have
earned the respect and praise of their pro-
fessional counterparts In other community
agencies with which they work.

E. Recruiting participants
Project Crossroads recru!is participants

from both the Juvenile and General Sessions
(adult) Courts of the District of Columbia.
In the adult jurisdiction, project recruit-
ment procedures closely parallel normal court
processing of defendants. Project community
workers screen all defendants detained in the
court ea-lit:lark nrior to each day's arralan-
ment, and interview tiloac Who meet enroll-
ment criteria. If an eligible defendant de-
sires to participate in the program, the con-
sent of the United States Attorney's Office
and of assigned defense counsel is then ob-
tained and an identifying card attached to
the defendant's papers in arraignment court.
When the defendant's case IS called, usually
within 2-3 hours of his initial Interview, his
case is continued for 90 days to permit proj-
ect participation and the youth goes directly
from the courtroom to the project office only
ono block aWay.

Recruitment procedures are different for
the project's Juvenile Court program. There
can't Intake Officers, Who interview each
youth referred to the court on a delinquency
complaint and decide Whether or not he 13
to be petitioned for a court hearing, refer
cases meeting Crossroads criteria to a Pr0.1-
ect community worker stationed in the court.
If the youth desires to enroll after the pro-
gram has been explained to him, the intake
officer is notified and the youth invited to
the project office, preferably with a parent
or guardian, to be formally enrolled and as-
signed a counselor-community worker. The
cases of juvenile participants are also calen-
dared to permit a 90-day project enrollment
period.

Following are the project's enrollment cri-
teria as of September, 1970:

1. Sex, age: Males and females between 16
and 26.

2. Residence: Washington, D.C., Metropol-
itan Area.

3. Employment status: Unemployed, un-
deremployed, or job in jeopardy because of
arrest; for juveniles, tenuous school enroll-
ment or school dropout.

4. Present charge: Petit larcency, auto
theft (attempted), receiving stolen property,
false pretenses, forgery, soliciting for prosti-
tution, attempted burglary II, simple assault
(relative), unlaWful entry, presence In illegal
establishment, destroying property, proenr-
ing. Irrespective of charge, drug addicts, al-

coholics, and defendants with ser..L.us psy-
chological disorders axe excluded.

5. Pretrial release status: Must c.,yalify for
personal recognizance under the c=iteria of
the District of Columbia Bail Agehcy,

6. Prior record; For adults, no previous
adult conviction nor incarceration for more
than one year as a juvenile; for juvenile par-
ticipants, no adjudication of involvement
Within preceding 12 months, no pending case
less than six months old, no previous incar-
ceration for six months or more.

L. Counseling and personal assistance
Each new Project Crossroads participant is

assigned a community worker-counselor who
responsible for providing supportive serv-

ices for the duration of his project program
and for submitting biweekly evaluation re-
ports on his project performance to the ap-
propriate court.

The initial contact betWeen counselor and
participant is usually the "intake interview"
conducted on the latter's first visit to the
project office after recruitment. During this
interview the program is explained In detail
and the counselor ascertains the youth's im-
mediate needsusually employment and, in
Many cases, emergency financial assistance
and any personal or family problems that
may require referral to local social welfare
agencies.

During the first couple of weeks when a
participant's project program is being de-
veloped, his counselor maintains frequent or
even daily contact With the youth. When the
participant is settled into a job and/or school
situation, the counselor is expected to main-
tain personal contact With him at least once
Weekly and telephone contact as frequently
as possible. Rome visits are the primary focus
Cf rersonal contacts, since any rehabilitative
efforts musi,ti-iP:,3 into account the factors of
a youth's home environment which may be
somewhat responsiblc for his social pro-plc-mg.
Visits to a participant's job as well as school
and neighborhood visits are also emphasized.

Although group counseling is not an in-
tegral part of the project's supportive serv-
ices, counselors are encouraged to hold group
sessions with Members of their caseloads
whom they feel will benefit from group dis-
cussion of mutual problems.

An important facet of Project Crossroads is
its role aS a middleman between participants
and local social Welfare service organizations.
While many participants and their families
have needs far beyond the budgetary and
staff capabilities of the project. they often
lack knowledge of the availability of appro-
priate resources or of the necessary proce-
dures to obtain access to them. These needs
range from medical and dental care to legal
assistance, to einergency food, shelter and
clothing. Liaison has been established with
public and private organizations able to ad-
dress these various needs and arrangements
made for expedited access to services for par-
ticipants and their families.

.0. EMployment and training placement
After his initial interview; each participant

is accompanied by his counselor to the proj-
ect's employment section Where a job place-
ment officer discusses the various employ-
ment and vocational training opportunities
available to hiin through the project. The
employment staff arranges employment in-
terviews for the youth in any occupational
area he expresses interest in, and will con-
tinue to do so until a suitable placement is
made. If the participant desires and is quali-
fied for a job not then available, the Staff at-
tempts to develop an appropriate opening.

Application forms for government jobs
and most of the local Manpower training
programs are kept in the employment sec-
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tion and all necessary arrangements for test-
ing -ar interviewing for such positions can
be made directly from the project office.
There is a close working relationship with
the Manpower Training and Employment Se-
curity Administra-Uon (MTESA) Of the Dis-
trict of Columbia. with sharing of informa-
tion and mutual support.

The employment staff and counselors pe-
riodically review the status of each partici-
pant to determine if a change in employ-
ment is necessary or advisable,, either be-
cause of job dissatisfaction, lack of upward
mobility, or the availability of new jobs for
which the particinant is better stilted.

E. Education services
Each new participant is given an orienta-

tion on the project's remedial education pro-
gram by one of the VISTA volunteers re-
sponsible for that component. Individual tu-
toring Is available four evenigns per week
in the project office r.rad specialized programs
such as prepare don for the high school
equivalent diplonaa examination, remedial
reading, job test nreparation and the prepa-
ration for armed forces qualifying examina-
tions are offered. The participant is en-
couraged to avail himself of thc education
program to any extent he desires and which
is compatible with his job or school sched-
ule. The education staff allo provides assist-
ance to youths who wish to re-enroll in school
and those who are seeking admission to col-
leges. A scholarship fund donatcd by friends
of the project has been established at two
ploacnatls.colleges for qualifisci project partici-

Ancillary activities conducted by the edu-
cation component include field trips, films,
seminars with guest speakers, and intra-
project sports competitions.

F. Colin review
Biweekly progress reports on each enrollee

ara forwarded to the appropriate court for
inclusion In Ulla youth's case file, with copies
to defense counsel anci/o:. parents.

At the end of the prescribed 90-day periadr
a participant's counselor may Make one of
three recommendations to the court at a dis-
position conference: (1) dismissal of pend-
ing charges based on satisfactory project
participation and demonstrated self-im-
provement; (2) extension of the continu-
ance to allow the project staff more time to
work with the individual, or (3) reversion
of the defendant to normal court processing,
without prejudice, because of unsatisfactory
performance in the program. In addition, at
any time during the 90-day period a partici-
pant may be unfavorably terminated and
revert to normal court processing and trial
either because of chronic uncooperativeness
or the commission of a new offense.

TV. SUMMARY RESULTS
From the start of court recruitment in

April, 1968, through September, 1970, a total
of 825 young offenders had been enrolled in
the project, 72 of Whom were still active.
Charges against 463 enrollees had been
dropped due to their successful project par-
ticipation, while 285 were returned to nor-
mal court processing, primarily because of
unsatisfactory program performance. The re-
spective dismissal rates for program partici-
pants were 76% for General Sessions Court
(adult) enrollees and 40% for Juvenile
Court enrollees.

In keeping with the manpower orientation
of the project, approximately 1000 job and
training placements have been made for par-
ticipants, including non-enrollees, and over
6000 hours of remedial education and test
coaching was provided by volunteer tutois
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ander the directiol. the project's VISTA
component.

Research evaluationF of the project indi-
cated that the intensive supportive services
provided by project staff during the three-
month enrollment p 1 had a substantial
stabilizing effect on .irticipants in the post-
project period. For example, the employment
rate among former enrollees a year after
leaving the project was more than double
that at the time of enrollment, and recidiv-
ism among former participants was one-third
less than that of a control group which did
not receive project services. Equally impor-
tant from the point of view of procam rep-
lication, the project exhibited a benefit-
cost ratio of at least 2:1, and a program cost
of little over $500 per enrollee.
BACKGROUND OF THE NATIONAL COMMITTEE FOR

CHILDREN AND TOUTH
The National Committee for Children and

Youth grew out of historical concern by
leaders in education, social service, religion
and health for the total well-being of Amer-
ica's children and youtb. Its roots trace back
to the first White House Conference called by
President Theodore Roosevelt in 1909 and
similar conferences convened of presidents
in each succeeding decade. A provision for
organized followup activity, built into the
plans and financing for the 1960 White
House Conference on Children and Youth,
called by President Eisenhower, resulted in
the creation of the NCCY on November 1,
1966.

But r7CCY is more than a followup agency.
In doing that job it quickly evolved into an
essential national point of focus on children
and youth in the rapidly changing decade of
the sixties, helping its national, state and
local constituency keep aware of develop-
ments, stimulating governmental and volun-
tary cooperation, and undertaking demon-
stration projects to pioneer new services.

While keeping its focus on the positive, i.e.,
helping all of America's children grow into
knowledgeable, healthy and responsible citi-
zens, NCCY helps the agencies deal with
such problems as delinquency, dropouts, lack
of opportunity, urban and rural slums,
weal:ening family ties, etc. Beyond that,
however, and lr:. response to the very multi-
plicity of agencies and programs, govern-
mental and voluntary, NCCY Serves au es-
sential coordinating function, helping avoid
wasteful duplication, promoting exchange of
experiences and stimulating cooperative ac-
tivity. NCCY is thus in itself a pioneering
experiment in organization for effective con-
cern for all children and youth.

[From the Manpower Information Service,
Nov. 4, 1976]

HIGHLIGHTS oF CURRENT REPORT
"Substantial Unemployment," Job Vacan-

cies Rise: The list a areas with 6 percent or
more unemployment rose r.gaio as of No-
vember 1 with the addition of Los Angeles
and four other major areas to lift the total
to 170 in all. Manufacturing job vacancies
dropped to 137,000 in August, mostly in
durable goods.

Industry Help South for Blue Collar Work-
ers: Again pointing tO the plight of the blue
collar worker, Assistant Labor Secretary Je-
rome M. Rosow tells businessmen it is in
their "self interest" to help out. He cites
"job enrichment" and sensitivity training
for forem.en among series of recommenda-
tions.

New Career Interns Upgraded in Federal
Plan; An in-house upgrading prOgrain In the
Office a Edllcation is designed to Move cler-
ical employees out of dead-end jobs into pro-
fessional positions. Three-year program, Seen

as "model" for other federal agencies. mixes
classroom study with new work aasignments.

Pollution/Poverty Attacked in Training
Effort: A 51.2 million contract tO train 1,000
disadvantaged persons as waste treatment
plant operators is signed between the Fed-
eral Water Quality Administration and the
Labor Department. Funds will he allocated
among 27 states for both training and Up-
grading.

Kentucky Tests Home Repair Project for
Needy: A pilot home repair demonstration
project for the aged and disabled in four
rural communities successfully uses unem-
ployed in rebuilding effort. Federal-state-
local agencies recommend project expansion
but find $500 per-house federal maximum is
insufficient.

JOBS Contracts Advance but Impact
Doubtful: Despite declining economic ac-
tivity, the National Alliance of Businessmen's
JOBS training contracts are on the rise.
Appeal of training funds seen as one factor in
upsurge, but net employment gain is ques-
tioned. MIS examines neW trends in $200
million program.

Administration Releases Funds for Educa-
tion: Some $498 million in education funds
withheld by the Department of Health, Edu-
aation, and Welfare were released after a
legal decision that they were a mandatory
appropriation of Congress. Education pro-
grams for needy get $160 million, Voc Ed
gains $64 million.

"Project Crossroads" Guides Offenders to
Jobs: A three-year pilot rehabilitation proj-
ect in Washington, D.C., provides manpower
services to young first offenders before trial.
Counseling, job placement, and remedial
services are offered in project aiding more
than 1,200 youths arrested fcr misdemeanors.

Bus Project Links Ghettos to Suburban
Jobs: A one-year pilot project by the St.
Louis Model Cities Agency tests the feasibil-
ity of subsidized transportation of ghetto
residents to suburban jobs. Study sees pit-
fella In city-to-suburb transportation; fa-.
vors "flexible" routes, smaller buses for task.

Studies Rate Fairness of Minority Job Test-
ing: Procedures for testing minority job ap-
plicants are reviewed in study a research.
reports, Employment Testing and Minority
Grouifs. The reports examine the relation-
ship between ability test predictions and per-
formance by blacks; review test validation
procedures.

PRETRIAL -PROJECT CROSSRO.E.a" OFFERs DE-
LINQuENTS JOBS, NoT JAIL

On the theory that a solution to urban
crime requires more than post-imprisonmen
rehabilitation programs, an experimenta
effort known as Project Crossroads in Wash
ington, D.C., has devoted nearly three Tear
to a different approach to rehabilitation
stepping in with manpower services befor
young first-offenders are tried and sentenced
Eight hundred young people have been en
rolled in the project's counseling, job place
ment, and remedial education services im
mediately after their arrest on misdemeano
charges, and 500 other younthful offender
have participated as well. With the coopera
tion of the D.C. Juvenile or General Session
Courts, those who show satisfactory prog
ess toward leading socially productive live
may have their charges dropped., Weighin
the project's costs against the youths' earn
hags and their lowered recidivism rate. Cross
roads staff feel the approach is a success ant
"an efficient use of society's resources."

Funded by a federal manpower demonstra
tion grant and operated since early 1968 b,
the National Committee for Children ani
Youth, Project Orossroacis has had rilc)
promising results in Washington that th
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Labor Department ho. spor. i. varia-
tions of its approach clue- .. Cleve-
land and Minneapolis soon -:o become
sites of two more pre-i-a- .:itervenit., An proj-
eccs. "wialle others, may munched E,,.xt year
in Boston, Bal:-,iniorc i Anton. ,o, San
Joo;e, and perhaps,: othc

,r1i. STAFF
imUn, :lany Ways to theCrossro..,,ds Is

ALm.hattan Com't Enip nent Project run
br the Vera Inst ]ve.te c tic in New York
see ADS, April '22:. 197C page 24... Also a

.dre-trial prograal 1 mai .ower services, the
Vera paograrn ear.. lo7;s c-:-:onviicts as coun-
ae:ors on the thee. y th ney will be rnoro
sympathetic' to Ct.:: proL. ,ros of defendants.
having had the saune pi.. LOlebas themselves.
But Crossroads Di rector aeaon Leiberg asserts
that Crossroads is un" ..a.s the 1'^'w York
project in that its era Lae staff--c .. mselors,
job developers, and bf,cik,-._ip admiMstrators
alikeare to be nonpao.,i:ssionals; persons
whose backgrourids ar I.:Ice those of their
clients. Though the itncLaeinous inner-city
staffers are aided by V...S'EA volunteers, Lei-
berg and an assistant arn the only profes-
sionals on Crossroads stafL. When the, Wash-
ington project completes, ita experimental.
phase and gets on its fe as a permanent
institution working with thac courts, these
two men will bow out of he pictureprob-
ably within the next fel- immtlis.

Use of a nonprofessiont I staff has proved
to be a great improvemea' eVer what Leiberg
terms the traditional "do- sort of coun-
seling. Ant he points 0 that numerous
problems arose during : evolaition. The
former inmates, high sciaaol dropouts, and
chronically unemployed nersons who were
hired had to be trained to work within the
system, he noted. Their training had to
bridge a communications gap, refining their
understanding of varlotas manpower terms
and techniques such as job development and
counseling. Many felt initially that their be-
ing black and empathetic -would be enough
to help them reach their clients, and they
tended to disregard professional approaches.

For this reason, an ln-svice training pro-
gram was made mandatory for the staff.
Caossroads hired one professiomll training
person who organized seminars, casework
conferences, and participation in a special
course on group leadership atWashington's
Federal City College. Particularly noteworthy
wet the college's response to the project. Not
only did it create the course to fit the oeeds
of Crossroads staff, but it opened all a its
regular classes to the staff members regard-
less of their previous academic standing.

Lelberg feels that in-service training of
nonprofessionals has been ai key to the suc-
cess of the project...11e is confident that when
he turns over Crossroads' direction to the
top nonprofessional under his command, the
program will be in good hands.

Alternative to trice/
The concept of giving youthful offenders

an opportunity to do something constructive
rather than sending them to court has
caught the imagination not only of Cross-
roads staff but of D.C. court officials as well.
According to Lelberg, the U.S. attorney in
Washington welcomed the plan because 1.f .
offered a meaningful alternative between the
extremes of dismissing the case at arise and
sending it to trial. Since 60,percent of Wash-
ington's crime at the time the project was
launched was attributed to juveniles (youths
under 18), CrosSroads could aid not only the
youths but the overl'oaded court machinery.
The police, too, have, been enthusiastic about
the plan, Lelberg says.

This is not to say a;n,at it was easy to win
support for Profact,c;aossroads, however. Be-
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fore the project could g.sc off the ground,
some skepti= had to be convinced of the
idea's smundness, Leiberg says. Arguments
Were raised, i.iggesting that the legal rights
of a defendant would be violated, that he
might be presumed guilty without a trial. if
he entered into this sort of rehabilitation
program. Crossroads countered that no per-
son would participate unless he and his legal
counsel appr:wed.

In the ner.:ly three years since Crossroads
began servin:, 16 tO 22 year olds, more than
1,300 young men and women have par-
ticipated. Of these, 800 had been accused of
such offenses as burglary, auto theft, larceny,
forgery, or prostitution; the names of eligible
defendants are taken each morning from
police lock-up files. Another 557 were en-
rolled Unofficially, having heard of the pro-
gram through friends or publicity posters.

Job seen as key
Crossroads emphasizes getting a job. "We

feel it is important to find work quickly, but
there are no broom and dishWashing Jobs,"
Leiberg comments. Within 48 hours of his
first interview with a Crossroads counselor,
an enrollee is placed in some sort of employ-
mentnot the most desirable Work, perhaps,
but enough to sustain him and help him
pay his bills. When the counselor. has had a
chance to assess his needs and search out a
better opportunity, he may move on; par-
ticipants usually hold three or four jobs while
they are enrolled in Crossroads.

Job counselors keep in touch with areas
employers and the Washington Job Bank.
Typical jobs may be With banks, government,
or airlines. Sometimes enrollees are referred
to training programs, and for those lacking
education. VISTA volunteers conduct evening
tutoring sessions at Crossroads headquarters.

The project offers both group and indivi-
dual counseling, focusing on employment
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goals and personal problems of enrollees.
Each participants has a counselor Who is re-
sponsible for him for the full 90 days. It is
the counselor who keeps in touch with the
court every two weeks on an enrollee's pro-
gress and who appears before the D.A. shert-
ly before the trial is set to arrange dismissa,
of the case.

Generally, four to Six months elapse in
Washington between the time 11 defendant

originally apprehended and the date of
Is trial, Leiberg noted. Crossroads staff is.

usually able to tell within 30 or 40 days if
a participant is not responding to counseling
and job place:.aent services, in which event
his csA reverts to a ..:ourt trial. Two thirds
of the enrollees do complete the program,
though. If they have shown progress, Cross-
roads report this to the court and requests
that the case be dismissed. The court has
been very cooperative.

Wider use anticipated
Crossroads' effect on young first-offenders

indicates that this approach holds promise
in treating the problems of juvenile delin-
quency and crime. Of 400 participants whose
cases have been followed up by a Crossroads
survey, 80 percent are still employed. Only
10 percent are repeat offenders. Enrollees who
fail to complete the program tend to have
both higher recidivism rates and more un-
employment.

At a cost of $506 ner enrollee, the expenses
involved in a pre-trial intervention program
make it "very, very competitive" with court,
jury, and trial costs. Leiberg assertS. So far.
its budget has come entirely from the Labor
Department demonstration grant. Since the
grant expircs this fall, Leibergwith tiro
backing of the courthas sought inmey
from the 13.C. budget to make Crossroads a
permanent. Mclependent organization work-
thg under the Superior Court of the District
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or Columbia. Leiberg estimates that Project
Crossroads would ned about $21,000 a month
nitially. later perhaps doubling in size. How-
ever. Congress roust approve all D.C. appro-
priations and has not yet acted on the coUrt
ippropriations for 1971.

Leiberg, who has been consulting with the
Labor Department on initiating similar pro-
v-ams in other cities, feels Project Cross-
roads has demonstrated several important
points for planners*of pre-trial intervention.
The criminal justice system in many cities
needs reform, he declares. In Washington,
the courts have recently been reorganized in
an effort to make them more efficient. A pre-
trial program like Crossroads, he feels, can
help further relieve the court system of its
growing load as well as intervening before
a potentially good citizen has spent time in
the harmful atmosphere of a prison.

The use a nonprofessionals, too, has been
shown. to be a vital aspect of successfully
aiding young offenders. Their rapport, their
common experiences are helpful in gaining
enrollees' respect, as well as the support of
the inner-city neighborhood. At the seine
time, Leiberg observes, recruitment of non-
professionals adds urgency to the need for
planning permanent sources of funds. It
would not be fair, he asserts, to train non-
professionals like guinea pigs and leave theta
stranded When federal dentonstration funds
expire.

Further experixnents along the lines of
Project Crossroads Will eXplore other admin-
istrative features which might enhance a pre-
trial manpower program. Some w1.11 test the
approach in neighborhoods which are pre-
dominantly Spanish-speaking, poor white, or
Indian. One may even test the idea of making
the pretrial program a private money-making
venture, Leiberg hintelL
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PROJECT CROSSROADSIS AT
ITS CROSSROADS

RON. GEORGE E. BROWN, JR.
OF CALIFORNIA

IN THE HOUSE OF REPRESENTATIVES
Thursday, June 4, 1970

Mr. BROWN of California. Mr. Sneak-
er, we have become too uncreative in our
solutions toward crime. More jails, more
Police, more guns will not halt crimeit
will only put it in abeyance. To solve
crime we must attack its causes as well
as its effects. We must rehabilitate our
cities as well as the offenders.

Project Crossroads of the District of
Columbia is a program sponsored by the
Labor Department in an effort to keep
Young first offenders out of Jail and into
jobs. Project Crossroads helps the city
as it assists the offender. By putting
offenders (not defendantsthe project
gets its participants before the courc ad-
judges them) into useful jobs the city
benefits by getting additional productive
taxpayers while the individual betters
himself by gaining Pride and involvement
in society.

Project Crossroads saves money and
lives. So many congressional hearings,
crime reports, and criminologists have
told us of the high costs and meager suc-
cess of our penal system. Mr. Leon Lei-
berg, executive director of the Program
has demonstrated that Project Cross-
roads is economically sound, Personally
benefiting and unequivocally successful.
He should be commended for his efforts
and leadership.

Now it is our turn. Project Crossroads
is at its crossroads. It will either termi-
nate its 2-year experiment Program with
only the District of Columbia utilizing its
work and efforts or it will go across the
country into all the troubled cities as a
full-fledged program. I prefer the latter.
And, I Urge my colleagues to support this
Program, as a permanent Part of our
rehabilitation system.
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I was happy to hear WRC in its edi-
torial endorse the program. I insert that
editorial into the RECORD:

Pso.rEcr Caosssoans
Have you ever heard of Project Crossroads?

Probably not. It is a two-year experiment
with more than a thousand young first of-
fenders from the inner city Who became in-
volved with the law in both Juvenile and
General Sessions Court.

When a youth is arrested for an offense,
but prior to his processing through the legal
channels, a Project Crossroads counselor
moves into the case. If accepted for the pro-
gram, the counselor works with the first of-
fender to provide intensive, pre-trial reha-
bilitation servicesa job, training and added
education.

After three months the Project Crossroads
counselor reports to the court on the Prog-
ress made with the youth and recommends
the action to be taken.

The results have produced a number of
plus values. The first offender who goes
through the program is unlikely to be a re-
peater. General Sessions Court Judges were
so impressed with the result that charges
against 74 percent of the 346 young people
Who finished the program were dropped be-
fore trial. In only three of the cases did the
court refuse to follow the recommendation
of Project Crossroads. Thus, it is an alterna-
tive to delinquency adjudication and crim-
inal prosecution and can appreciably reduce
the case backlog.

Project Crossroads, funded by the Labor
Department, will come to an end in Septem-
ber. It has been so successful the Court of
General Sessions intends to ask that it be
made an independent arm of the court sys-
tem.

WRC-TV supports this proposal and urges
that the Project Oroesrciads concept be great-
ly expanded.

8 8
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Project.Crossroads
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Have you ever heard of Project Crossroads? Probably not. It is
a two-year experiment with more than a thousand young first offen-
ders from the inner city who became involved with the law in both
Juvenile and General Sessions Court.

When a youth is arrested for an offense, but prior to his processing
through the legal channels, a Project Crossroads counselor moves
into the case. If accepted for- the program, the counselor works
with the first offender to provide intensive, pre-trial rehabili-
tation services -- a job, training and added education.

After three months the Project Crossroads counselor reports to the
Court on the progress made with the youth and recommends the action
to be taken.

The results have produced a number of plus values. The first offen-
der who goes through the program is unlikely to be a repeater.
General Sessions Court Judges were so impressed with the result that
charges against 74 percent of the 346 young people who finished the
program were dropped before trial. In only three of the cases did
the court refuse to follow the recommendation of Project Crossroads.
Thus, it is an alternative to delinquency -djudication and criminal
prosecution and can appreciably reduce the case backlog.

Project Crossroads, funded by the Labor Department, will come to an
end in September. It has been so successful the Court of General
Sessions intends to ask that it be made an independent arm of the
court system.

WRC-Tv supports this proposal and urges that the Project Crossroads
concept be greatly expanded.

This editorial expresses the opinion of WRC-TV. Persons with opposing views are welcome to request time to reply. Address

all replies to: Bryson Rash, Manager, Editorial Services, WRC-TV, 4001 Nebraska Avenue, N.W., Washington, D.C. 20016.
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HAROLDH.GREENE
CHIEF JUDGE

DISTRICT OF COLUMBIA
COURT OF GENERAL SESSIONS

WASHINGTON, D. C. 20001

January 28, 1971

Mrs. Isabella J. Jones
Executive Director
The National Committee for

Children and 7outh
1145 19th Street, N. W.
Washington, D. C. 20036

Dear Mrs. Jones:

This letter is to officially confirm the fact that
Project Crossroads will become part of the Superior Court
of the District of Columbia on February 1, 1971. This
change will be for all purposes including funding, equip-
ment, and personnel.

I believe that the addition of Project Crossroads
to the Court is a significant step forward in providing
the fullest and most effective counseling and rehabil-
itative services within our Probation Department, and I
appreciate the leadership provided by the National Com-
mittee in establidhing this Project.,

Harold H. Greene
Chief Judge

CC: Judge James A. Belson
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