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SUMMARY

Background and objective evaluation Quality Improvement of
Community Service Orders
When a young person has committed a criminal offence, the judge or the
public prosecutor may impose a community service sentence. This sentence
consists of a community service order (CSO), a training order or a combination
of the two. In the case of a CSO, the juvenile works under the supervision of
the Child Care and Protection Board (RvdK). The idea is that the young person
does something in return for the damage or the suffering that they have
caused and also gains work experience. Community service for juveniles has
received a lot of social and political attention in recent years. The criticism was
that CSOs are too often unsuitable for the offences for which they are imposed
and that too many CSOs are not completed. In addition, the organisation of the
execution by the RvdK was criticised. This was the reason for the introduction
of a project to improve the quality of CSOs (KWS project).

The objective of the study was to determine to what extent the measures and
activities aimed at improving the quality of CSOs – that emerged from the
KWS project – are being carried out as intended. The aim was to answer
questions about the design, implementation and execution of the project.
Regioplan was commissioned by the Research and Documentation Centre
(WODC) of the Ministry of Security and Justice to conduct the evaluation of the
KWS project in the period between the summer of 2015 and April 2016.

Design of the study
The study consisted of three parts:
a. a plan evaluation, in which the policy theory was reconstructed and tested;
b. an implementation check, which determined the progress of the

implementation of the policy in practice, on the shop floor, and the state of
affairs with regard to the registration of indicators;

c. a process evaluation, which examined how the policy is carried out in
practice.

For reconstructing the policy theory we studied the relevant project
documents, and conducted interviews with the former project secretary and
policy advisor of the KWS project and the developers of the method in order to
adapt and supplement the reconstruction based on the documentation, where
necessary. To test the theory, the What Works approach was the main method
used. Based on the policy theory and discussions about this theory in the plan
evaluation we developed a framework for analysis with which the state of
affairs of the implementation could be mapped out by region on behalf of the
implementation check. Subsequently, on the basis of the framework for
analysis we constructed a questionnaire which was sent to the implementation
leaders by e-mail. The questionnaire was completed in all regions. Based on
the data derived from the questionnaire and with the aid of the established
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standardisation scheme we have assessed the implementation by region. In
addition to the findings of the questionnaire we also studied audit reports. The
implementation check showed that in all regions the KWS project has been
sufficiently implemented. Therefore, it was decided to involve all ten regions in
the process evaluation. For the process evaluation we formulated specific
indicators that can be related directly to the activities of the KWS project. The
information on the indicators was obtained by means of:
a. interviews with 44 CSO coordinators (ct’ers) combined with a study of 113

case files;
b.  interviews with 9 foremen/work supervisors and five young persons;
c. interviews with two team leaders;
d.  information accessed from the KPBS registration system of the RvdK.

Results
Results plan evaluation
The intended objective of the quality improvement of community service is
twofold:
· to increase the pedagogical value of the CSOs;
· to increase support for and a better perception of CSOs for young people

with chain partners, young people and parents.
These objectives lead to increasing the success rate of the CSOs and thus
contribute to reducing recidivism.

The KWS project was a common denominator with regard to which seven
activities could be distinguished. These activities entailed: 1. working with a
national method for coordinating CSOs; 2. using categories based on the
support need of the young person; 3. extra training for ct'ers and their team
leaders; 4. providing information about the nature, purpose and results of
CSOs; 5. pilot projects for the purpose of gaining experience with adaptations
to the CSO work process; 6. using a competency profile when appointing
foremen, and 7. adapting the ICT environment to the new CSO coordination
method (CT method).

These activities mainly relate to the organisation, coordination and execution
of CSOs. It must be observed here that these activities offer no answer to the
criticism that CSOs are often unsuitable for the offence for which they were
imposed. Within the different activities a distinction can be made between core
activities and organisational activities. The first four activities are core activities
and together they formed the content of the KWS project. The last three
activities are organisational activities and are actually conditional aspects. The
conditional activities are not primarily focused on the intended objectives,
however, they contribute to the effective mechanisms of the core activities.
Therefore, with regard to these three conditional activities no separate
mechanisms were identified in the reconstruction.

The method and, as part of it, working with support need categories, is the
most important substantive aspect of the KWS project. The effective
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mechanism of the CT method is a ‘goal-oriented and consistent approach’ in
the coordination of CSOs. Methodical working implies that the coordination of
CSOs is organised in a more systematic and process-based manner, in which
the actions taken by individual ct'ers do not differ significantly from each other.
The method distinguishes four types of support need categories: category A
(regular support), category B (extra pedagogical support), category C (specific
support) and category D (support based on rules and control measures). The
effective mechanism for dividing the young persons into support need
categories is ‘optimal matching’. Young persons are placed in support need
categories by means of a person-oriented approach, in order to fit in with their
specific support needs. It can be assumed that the educational value of the
CSO is heightened (and thus increases the chances of success of the CSO)
when taking into account the support needs of the young person and ensuring
that the match between the young person and the workplace is optimal. This
supposition closely matches the What Works principles, specifically the
responsivity principle. The basic underlying assumption of responsiveness is
that offenders are not all the same, which means that they respond differently
to attempts to change their thoughts, behaviours and attitudes.
Responsiveness concerns the susceptibility of an offender to a particular
intervention and the importance of good coordination/a good match between
the offender and the intervention and/or supervisor of the intervention. The
above-mentioned match is exactly what is intended by the CT method and
working with support need categories. An important condition for the
effectiveness of this mechanism is that the young person is placed in the
appropriate category. The extra training of the ct'ers and team leaders aims to
contribute to this. This in turn fits in with the professionalism principle of the
What Works principles. The professionalism principle assumes that an
intervention can only be carried out properly if the people involved in executive
tasks are professionals. This means that they are well educated, have a
thorough command of the method that is implemented and at the same time
are flexible enough to responsibly adapt the method to the needs of the young
person.

Results implementation check
On the basis of the results of the digital questionnaire, we concluded that the
activities of the KWS project have been sufficiently implemented in all regions
and that it is therefore useful to carry out a process evaluation of the KWS
project. The implementation check showed that relatively speaking the
conditional activities are implemented slightly better than the core activities
(82% and 78% respectively). With regard to the conditional activities it is
striking that only in three regions team leaders took the ‘Steering towards
methodical working’ training. With regard to the core activities it is remarkable
that multidisciplinary meetings (MDO) do not always occur when an intention
to negatively end a CSO is concerned and that communication activities to
improve the image of CSOs have only been initiated to a limited extent. The
results of the implementation check do not substantially deviate from the
results of the audit reports.
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Results process evaluation
The process evaluation focused on the core activities of the KWS project,
namely the communication activities on the nature, objective and results of
CSOs and the CT method, which includes matching young people with a work
project in accordance with their support needs.

Communication activities
In the first few months, communication was directed to the coordinators in
particular. The aim was to acquaint ct'ers with the project, to bring the
usefulness and necessity of the project to the limelight and to provide insight
into what the new process entails for them. In addition, communication has
been established with external parties, including the former Youth Care
Agencies, the public prosecution service and the judiciary. Moreover, the
competency profile was announced to the foremen and work supervisors.
Finally, a pilot ‘Communication about CSOs in the neighbourhood’ took place,
with the intention to communicate about activities in the neighbourhood. In this
way it was intended to connect to society and thereby to positively influence
the support for CSOs. The communication activities, which started some time
ago, were not continued.

CT method and matching in accordance with support needs
All ct'ers indicate that in principle they make use of the CT method, however,
more than half of the ct'ers noted here that they do not carry out their work in a
substantially different manner than before. Almost all ct'ers indicate that in
general they succeed in matching young people in accordance with their
support needs and the results of the case file analysis confirm this. An
important condition for a good match invariably mentioned by ct'ers is the
presence of a large number of work projects. Moreover, the development of
the behaviour of the young person often depends on the match with the
foreman/work supervisor. Ct'ers preferably place young people in an individual
project. Group projects are mainly used for the so-called D-juveniles, or to help
young people find a work project quickly if there are not enough individual
places available.

Ct'ers almost always conduct intake interviews with young people. In
preparation of the intake interview, the ct'ers undertake largely the same
activities. However, the interviews and case file analysis show that (between
regions and sometimes even within a region) different intake forms are in
circulation. With regard to placement in individual projects an introductory talk
takes place in the presence of the ct'er. With regard to group projects, this is
not a standard procedure; sometimes the foreman takes on this task.
Regarding the support they offer to the young persons, ct'ers find it very
important that parents are involved in the community service. In principle, all
ct'ers invite parents for an intake interview. In addition, during the course of the
community service parents are informed in advance if there are problems and
if interventions are used. The extent to which parents are involved is often
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age-related. Besides parents youth probation officers and family supervisors
can also play an important role in supporting and motivating young people.
They are informed by ct'ers of agreements that have been made, including the
intake interviews and introductory talks, and the use of interventions.

The CT method distinguishes between positive support and (negative)
interventions. In 7 of the 10 cases studied, a form of positive support occurred.
Ct’ers most often mentioned that they called or whatsapped to ask the young
persons how they were doing in order to motivate them, or to help remind
them of appointments. In 6.5 of the 10 studied case files one or more
interventions were used. This mainly concerned young people who were
placed in category C or B. The yellow card is used most often, followed by the
red card and the stagnation conversation.

Most ct'ers indicate that it depends on the circumstances whether or not a final
interview takes place, for example in the case of a large CSO or if problems
occurred during the CSO. These interviews are usually conducted by
telephone. According to ct’ers, the factors that influence the development
and/or the successfulness of the CSO are: the mentality of the young people
concerned, a shortage of projects (in certain areas and/or for specific groups
of juveniles), an unstable home situation and insufficient pedagogical quality of
work supervisors. Moreover, a number of ct'ers experience that young people
are increasingly often involved in (serious) problems, and that they tend to
show less respect for authority.

A number of ct'ers are of the opinion that the acquisition of new projects is
more difficult than before. Due to budget cuts, there is increased pressure of
work within organisations and less time and space to guide the young persons.
Ct'ers observe that they generally have sufficient project places at their
disposal as a result of decreasing inflows. At the same time, there is a need for
more work projects where C and D juveniles can be placed or places where
young people can work in the weekends. A number of ct’ers experience a
shortage of projects in certain areas. The management of work projects is an
important task, for which according to some ct'ers too little time (and money) is
available. Furthermore, the management is hampered by cuts and
reorganisations, both at the work projects and at the RvdK itself. In addition,
ct'ers sometimes lose projects after the occurrence of incidents with young
people or because too few placements have been secured.
Generally speaking the ct'ers have a good working relationship with foremen
and work supervisors. Several ct'ers note that with regard to work supervisors
(more than with foremen) it is important to provide feedback in a positive way.
Especially when a placement has been problematic, the interests of the work
supervisors (and their organisations) must be taken very seriously (from the
viewpoint that no projects should be lost). The interviewed foremen and work
supervisors are satisfied with the cooperation with ct'ers.



VI

Conclusion process evaluation
From the implementation check it already became apparent that
communication activities were initiated to a limited extent. Furthermore, the
check showed that these communication activities were undertaken in the past
(now more than three years ago) and were not continued. From the process
evaluation it appears that, in the opinion of the ct'ers, their work as ct'er has
not altered substantially by the KWS project. The CT method determined their
work process and brought the interests of some aspects of their work to the
limelight. In addition, it was concluded that some aspects of the CT method
are not or only sporadically applied. There is, for instance, still no standard
nationwide intake form in use, a coordination plan is hardly ever drawn up and
(face-to-face) final interviews are often omitted. This is related to the
observation of ct'ers that if all the parts of the CT method are complied with as
intended, this means an increase of the workload that is perpendicular to the
production ct'ers must achieve.

The objective of the KWS project was to increase the success rate of CSOs
with the ultimate goal to reduce recidivism among youth with a CSO. Based on
the evaluation it cannot be established whether the KWS project influenced the
percentage of juveniles who have positively completed their CSO. The KBPS
registration data show that no change has occurred with regard to the
percentage of young people who have completed their CSO positively in the
years following the implementation of the project. At the same time, it appears
that there are many other factors that influence the success of CSOs, including
the gravity of the problems of the target group. Ct'ers put forward that in the
course of time the target group of juveniles with a CSO has become more
severe. This gives rise to a debate extending beyond the process surrounding
the organisation and coordination of the execution of CSOs (and which related
to the KWS project).
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