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CAFES: Coordinated Access  for Empowering Success   

Local Evaluation Plan (2022-2026) 
Cohort III Santa Cruz County 

Project Background 
Overview of CAFES Cohort III (Prop 47 Grant Program) 
Continuing the work of Cohort II CAFES funding that spanned from 2019 to 2023, the Cohort III CAFES project 
(2022-2026) will fund an array of divers ion and re-entry s ervices  to prevent unnecess ary engagement in the 
criminal legal s ys tem, and reduce recidivis m for thos e a lready sys tem involved, while improving individual and 
community health and well-being.  

Led by the Santa  Cruz County Probation Department, the project is  bas ed on a  multi-agency continuum of care 
model that includes  the Santa  Cruz County Superior Court, the Dis trict Attorney’s  Office (DAO), County Behavioral 
Health, the Office of the Public Defender (PDO) and multiple community-bas ed organizations  (CBOs ). The project 
model is  des igned to address  s pecific gaps  in s ervices  available to people who are experiencing low-level or 
firs t-time criminal legal s ys tem involvement and are ineligible for county behavioral health s ervices  or who are 
not eligible for funding through AB 109.  

Since going into effect in 2011, AB 109 has  provided funding for local s upervis ion and rehabilita tive s ervices  
concentra ting on adults  releas ed from s tate pris on or thos e s entenced to s erve their pris on s entence in the local 
ja il. While s ervices  are extended to many individuals  in the local criminal legal s ys tem, the emphas is  is  on more 
s erious  offens es  by individuals  with a  more extens ive his tory of criminal involvement. CAFES fills  the need for 
s ervices  to individuals  who commit low level or firs t-time offens es , providing a  combination of res tora tive jus tice 
opportunities , divers ion programming, early repres entation, reentry s upport, and s ervices  rela ted to mental 
health, s ubs tance us e, hous ing, and employment. 

The project intends  to s erve 300 individuals  annually over the three-year grant period. CAFES clients  will be 
referred to the project by attorneys  (DAO, PDO or private a ttorney), judges  or collaborative court s taff and 
probation or pretria l s taff. Clients  will be eligible to receive early repres enta tion after a  contact with law 
enforcement, participate in res tora tive jus tice programs , and receive mental health trea tment, s ubs tance us e 
treatment, cas e management, and hous ing s upport based on es tablis hed criteria  and ass ess ed need. 

Ultimately, the goal of CAFES is  to reduce the number of people who enter the criminal legal sys tem by providing 
neces s ary treatment and s upport before they have committed a  s erious  offens e rather than after. By dedicating 
ups tream s upport early in the judicia l proces s  (intercepts  one and two), CAFES intends  to reduce the likelihood 
of further downs tream engagement in the criminal legal s ys tem (intercepts  three– five). The CAFES Cohort III 
project builds  on the s uccess es  of CAFES Cohort II, fine-tunes  the delivery of s ervices , and meets  identified 
needs . Cohort III will place an emphas is  on equity, early repres enta tion, and expanded divers ion opportunities .  

Project Roles  and Services  
The CAFES project will s upport clients  by funding a  continuum of advocacy, divers ion and reentry s ervices  
ta ilored to their individual mental, s ubs tance us e dis order, and other bas ic needs .  
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1) Probation Ass is tant Divis ion Director (ADD) “Center Manager”: The ADD will s erve as  the lead grant 
adminis trator for day-to-day operations . They will work under the direction of the Divis ion Director (DD), 
named as  the Project Director. As  lead, Probation will implement appropria te data  s haring agreements  
with grant partners  and s ub-contractors ; keep track of hiring for grant funded pos itions ; s upport the 
es tablis hment and monitoring of contracts  or other s ervice agreements  with direct vendors / community-
bas ed organizations / non-government agencies . The ADD will coordinate with the DD providing overs ight 
to ens ure cohes ion acros s  project components  of a ll partners : Public Defender's  Office (PDO); Dis trict 
Attorney's  Office (DAO); Superior Court (including the Collaborative Court Manager); Law Enforcement; 
a ll relevant community-bas ed organizations / non-government agencies . The ADD will work in 
conjunction with the DD to be respons ible for running the monthly Data  and Evaluation meeting; work 
clos ely with the evaluator and partners  to collect and compile required grant reports ; s upport partner 
efforts  to es tablis h workflows  a ligned with project goals  and objectives ; provide regular project updates  
to internal department s takeholders ; grant partners , and quarterly updates  to the advis ory committee. 

2) Holis tic Support Advocates  through Partners  for J us tice  (PFJ ): Client advocates  embedded a t the 
Office of the Public Defender will initia te early repres enta tion for clients  booked a t the County ja il or 
cited and releas ed for mis demeanor offens es  in Wats onville, including performing a  holis tic needs  
as s es sment, linking clients  to s upportive s ervices , and providing defens e attorneys  with information to 
s upport releas e advocacy, divers ion, or referra ls  to Neighborhood Courts . Grant funding expands  and 
enhances  the exis ting PDO team. The new pos itions  are integral to addres s ing racia l dis parities  in the 
local jus tice sys tem. Their focus  will be to meet individuals  in the community and work with local law 
enforcement to pilot divers ion and res tora tive jus tice opportunities  for Latinx 18– 25-year-olds  in 
Wats onville.  

3) Res torative  J us tice  (RJ ) Partner for Neighborhood Court (NHC): The RJ  s upport team will collaborate 
with the DAO Program Coordinator and des ignated a ttorneys  to manage and expand the Neighborhood 
Court Divers ion Program. The organization will be primarily res pons ible for the tra ining and coordination 
of s elected volunteer panelis ts  in RJ  principles . They will ens ure bes t practices  are utilized in NHC 
conferences  and facilita te any Victim Offender Dialogues  that are recommended.   

4) Dis trict Attorney’s  Office  (DAO) Program Coordinator: The DAO will s us ta in and expand the Cohort II 
Neighborhood Court model (pre-plea  and/ or pre-filing divers ion opportunities ), dedicating a  full time 
Program Coordinator to overs ee day-to-day operations . The community-bas ed Neighborhood Court 
model is  bas ed on res torative jus tice principles . The Program Coordinator works  clos ely with the 
DAO/ PDO attorneys  to outreach to potentia l Neighborhood Court participants , obta in agreement with the 
process , follow their progres s , and track outcomes . They a ls o coordinate with the CBO providing 
Res tora tive J us tice tra ining and s upport; vet the volunteer panelis ts , coordinate with the Probation ADD, 
and will coordinate with the CBO-bas ed Connector team for s ervices . 

5) Court Lia is on: The Court Lia is on is  a  key member of the Connector team who aims  to a llevia te the 
bottleneck of potentia l divers ion opportunities  in local courts  by expediting and s upporting as s es sments  
and placements . They will facilita te the completion of an as s ess ment us ing a  res earch-bas ed tool for 
thos e individuals  without access  through other community-bas ed avenues  (Drug Medi-Cal's  Organized 
Delivery Sys tem) or exis ting county networks . They will work with the Connector team to promote and 
inform partners  of the project resources  and eligibility criteria . 

6) Connector Team Lead CBO/NGO: This  centra l CBO/ NGO will facilitate coordination acros s  partners , 
conduct grant eligibility s creening and enrollment authorization, provide s ys tem navigation, and 
coordinate cas e management to link participants  to appropriate levels  of care (including Collaborative 
Court s upport, as  the demand for Mental Health Divers ion exceeds  exis ting res ources ). Some cas e 
managers  will have lived experience and provide peer navigation s upport. 

7) J anus  of Santa  Cruz, Treatment & Hous ing Payment Dis bursement & Service: Staffing and operating 
cos ts  to provide continuity of continuing s ervices  between Cohorts  II and III, as  well as  to minimize s tart 
up time for new elements  of Cohort III, J anus  s taff will leverage the exis ting county network of MediCal 
providers  and hous ing res ources , and provide fis cal overs ight for and dis tribution of funds  for s ubs tance 
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us e dis order trea tment/ s ervices , mental health s ervices , and hous ing rela ted s ervices . Additionally, 
J anus  s taff will overs ee data  collection for funded s ervices . Authorized treatment/ hous ing s ervices  
(authorization and payment proces s  will be es tablis hed between J anus  of Santa  Cruz and the Connector 
team). 

8) Training & Technical Ass is tance: Cohort III will provide tra inings  to build competencies  and mainta in a  
library of res ources  for partners  on topics  which may include Trauma Informed Care, Cultura l 
Res pons ivity, Equity Centered Respons e, Cris is  Intervention, Ris k-Needs-Respons ivity, Criminal Thinking, 
and Behavior and Intervention (CTBI). 

9) Local External Evaluator: Applied Survey Res earch (ASR) will again s erve as  the local project evaluator 
and will continue to gather and analyze CAFES project data , provide technical as s is tance with data  
collection, mainta in an outcomes  das hboard and complete required reports . 

In addition to thes e s ervices , the Prop 47 Local Advis ory Committee (The Community Corrections  Partners hip) 
will provide overs ight to the CAFES project utilizing workgroups  for evaluation overs ight and to increas e 
community involvement and project accountability.  

The combination of thes e efforts  is  intended to continue the creation of long-term and s ys tem-wide changes  in 
how adults  with mental health and subs tance us e needs , or thos e who are unhous ed, who commit low-level 
offens es  are trea ted when they interact with the criminal legal s ys tem. Firs tly, Cohort III will continue to 
emphas ize prevention by expanding divers ion opportunities  to address  root caus es , early intervention, and 
accelera ted s ervices . Secondly, it will further s upport the continuum of care centered on a  hub or “one s top” 
model (ra ther than a  fragmented s et of s ervices ) that was  es tablished in Cohort II, and the thirdly change will be 
to continue the momentum in s hifting the s ys tem’s  attention from punis hment toward a  focus  on community 
health and well-being including victim/s urvivor reparation. 

Goals  & Objectives  
The goals  and objectives  deta iled below are drawn from the workplan s ubmitted with the CAFES proposal and 
approved by BSCC.  

Goal 1.  Increase Divers ion Opportunities  to Reduce Criminal Legal Sys tem Involvement 

Obj. 1.1. Through early repres entation, provide pre-conviction and/ or pre-filing pathways  within one month 
from cita tion/ arres t that will redirect individuals  who have committed low-level crimes  to appropria te 
trea tment interventions  and community res ources .  

Activities :   

1. Establish touch points  for early representation  

Obj. 1.2.  Expand and enhance Neighborhood Court to support participant behavior change and repair harm 
to s urvivors  of crime.  

Activities :   

1. Expand & enhance the Res torative J us tice/ Neighborhood Court model 
2. Crime survivors / community receive res titution/ report reparation/engage in “victim offender” dialogue 

Goal 2. Improve Individual and Community Health and Well-being 

Obj. 2.1. Improve life outcomes  for unders erved people who are experiencing criminal legal s ys tem 
involvement and MH/ SUD needs , and the s urvivors  of their crimes . 

Activities :   

1. Receive screening & assessment for MH/ SUD, hous ing, employment 



CAFES Cohort III Local Evaluation Plan 
 

         
  4 
 

2. Begin comprehens ive interventions  & services 
3. Placed in SLEs , bridge and trans itional hous ing 
4. Expand peer support to non-traditional hours  

Goal 3. Improve Exis ting Sys tems and Collaboration Efforts  for Those in Criminal Legal Sys tem. 

Obj. 3.1. Augment the multidis ciplinary s ys tem that addres s es  the needs  of unders erved people who are 
experiencing criminal legal s ys tem involvement and MH/ SUD needs .  

Activities : 

1. Execute partner CBO contracts 
2. Recruit & hire s taff 
3. Recruit additional Advisory members  and set up work groups  
4. Build a library of training/ resources 
5. Provide EBP trainings  as  needed 
6. Finalize local evaluation plan, collect data, analyze & disseminate findings 

 

 CAFES Expans ion Model 

Criteria  for Participant Eligibility 
CAFES was  launched to clos e a  gap in divers ion opportunities  for Santa  Cruz County adults  who are 
experiencing firs t-time involvement with little or no criminal his tory and who need mental health, s ubs tance us e 
and other rela ted s ervices  that had been inacces s ible prior to Prop 47. Additionally, CAFES aimed to reduce 
recidivis m and improve the health and wellbeing for thos e a lready sys tem involved and not eligible for exis ting 
res ources . Eligibility for CAFES s ervices  s hall be bas ed on the criminal his tory, mental health and s ubs tance use 
needs , and s everity of recent offens es .  
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Eligibility for Public Defender’s / Partners  for J us tice   

The Office of the Public Defender, in cooperation with Partners  for J us tice client advocates , shall s erve adults  
who meet the following criteria : 

1. Booked a t the County ja il or cited for a  mis demeanor offens e, and:  
• Have no conflicts  bas ed on PDO’s  exis ting repres enta tion 
• Agree to repres entation 

2. PDO clients  facing mis demeanor charges  with MH/ SUD or rela ted needs  and identified by PDO team as  
likely to benefit from advocate s ervices .  

Eligibility for Neighborhood Court  
The Neighborhood Court s hall s erve adults  who meet the following criteria : 

 Have been cited or arres ted for a  low-level, non-s trike offens e. Initia l eligible offens es  include burglary, 
larceny, motor vehicle theft, a rs on, s imple as saults , forgery/ counterfeiting, fraud, embezzlement, s tolen 
property, vandalism, weapons , pros titution/ commercia lized vice, s ex offens es , liquor laws , drunkennes s , 
dis orderly conduct, vagrancy, and other offens es .  

 Have no criminal his tory (applies  to early period of NHC). In la ter years , the NHC will expand to include 
thos e with a  limited crime record and no prior “s trikes .”  

 Agree to take res pons ibility for the incident. 
 Are willing to pay res titution, if warranted. 

Eligibility for Other CAFES-Linked Services  
Adults  will be eligible for CAFES s ervices  if they meet any of the following criteria : 

1. Anyone participating in Neighborhood Courts  or eligible for Mental Health Divers ion (purs uant to AB 
1810).  

2. Anyone cited or arres ted for an offens e, not eligible for AB 109 funds , and have an identified SUD/MH 
need. 

3. Are eligible for any collaborative court, and not eligible for s ervices  via  AB 109 funds . 
4. Are currently under s upervis ion/ monitoring by the Probation Department (pretria l or formal probation) 

and have an identified SUD/MH need. 

Evaluation Methods  & Des ign 
Key Evalua tion Ques tions  
ASR’s  evaluation s eeks  to answer the following overarching ques tions  rela ted to the des ign, implementation, and 
outcomes  of the CAFES project. 

Des ign & Implementation: What has  the CAFES project done? 
1) When and to what degree did Cohort III s ervices  launch? What circums tances  have limited or s lowed 

trans ition and/ or implementation, if any?  
2) How many people have been deemed eligible for CAFES and referred to CAFES-funded s ervices?  What 

are their dis tinguis hing characteris tics?  (e.g., a rres t records , pre-filing/pre-conviction, MH and SUD 
needs , hous ing and employment s ta tus ) 

3) How has  the proces s  of identifica tion, s creening, as s ess ment and divers ion changed for this  client 
population (in comparis on to Cohort II)?   
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4) How many clients  have participated in each of the s ervices  or trea tment funded through CAFES? (e.g., 
early repres entation, res torative jus tice s ervices , mental health and s ubs tance us e treatment, cas e 
management) 

5) What kinds  of collaboration or partners hips  have occurred through CAFES, and how have they 
contributed to its  implementation?  

6) What amount and types  of tra ining have been implemented?   
7) What new or a ltered policies  have been implemented acros s  the county in connection with CAFES? 

Outcomes : How effective was  CAFES in achieving its  goals ? 
1) What percentage of clients  (a) completed their court-ordered divers ion terms  and (b) achieved the goals  

s et with their cas e manager? 
2) What changes  have occurred for clients  in terms  of hous ing, employment, mental health, s ubs tance us e 

and other bas ic needs  by the end of their CAFES s ervices ? 
3) How satis fied are clients  with the divers ion pathway and s ervices  they have received? 
4) What are the key criminal legal s ys tem-rela ted outcomes  among clients  after joining CAFES: citations , 

arres ts , and/ or convictions ? 
5) What has  been the impact of CAFES-funded collaboration and tra ining efforts  for s taff acros s  the 

county? 
6) Did the project contribute to better outcomes  for clients  than might have been expected without it? 
7) Did the project improve divers ion opportunities  for Latinx res idents  experiencing criminal legal s ys tem 

involvement?  
8) Did the project improve access  to s ervices  and s upport for Latinx res idents  experiencing criminal legal 

s ys tem involvement in South County? 

Des ign and Evalua tion Services  
Creation of a  Client Data Collection Sys tem 
To answer the evaluation ques tions  lis ted above, ASR is  currently working with Probation and other primary 
s takeholders  to refine the data  collection s ys tem to record CAFES-funded s ervices , activities  and outcomes . ASR 
will analyze data  and report progres s  in implementation and outcomes  throughout the project period. 

As  in Cohort II, in the firs t few months  of the project, ASR will confirm or create documentation to es tablis h the 
methodology behind each meas ure, a long with its  s ource and the office or entity res pons ible for collecting and 
transmitting the data . All clients  will be required to s ign a  releas e of information (ROI) when they agree to join 
CAFES. Each client will be ass igned a  unique Participant ID in accordance with BSCC guidelines .  

Client data  will be entered by s ervice providers  into a  Program/ Provider Porta l or other approved format that 
includes  a ll required BSCC meas ures  and cus tom meas ures  deta iled in this  plan. All client enrollments  in CAFES 
will be tracked in a  centra lized databas e, to be adminis tered by Probation; and des igned to generate report files  
that integrate client-level data  which can be exported and us ed for deta iled data  analys is  as  well as  quarterly 
files  to be s ubmitted to the BSCC. CAFES client data  will be captured at each s tep of the client’s  pathway.  

ASR will review the project materia ls  and ass ess ments  us ed for each element of CAFES Cohort III, as  s hown in 
Figure 1 (above p. 4), to determine what additional as ses s ments  or s urveys  may be needed.  

The client implementation and outcome data  will be used to conduct analys es  to determine the overall s uccess  
of CAFES in routing clients  to appropria te s ervices  and preventing clients  from recidivating (s ee Outcomes  
Analys is  s ection).  
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Focus  Groups  & Interviews  
In addition to the quantita tive data  collected from cas e management records , ass ess ments  and s urveys , ASR 
will conduct a  s eries  of focus  groups  or interviews  periodically during the project. Initia lly, thes e focus  
groups / interviews  will document the trans ition to Cohort III, including new project partners  and implementation 
s tra tegies  (Public Defender’s  Office and Partners  for J us tice), the s ta tus  of coordination, referra ls , and treatment 
options  for the intended population. They will a ls o s eek to unders tand the mos t common barriers  to s uccess ful 
coordination and access  to trea tment and s olicit recommendations  for how s takeholders  within the sys tem 
believe the CAFES project can reduce thos e barriers . In la ter years , ASR will conduct focus  groups  or interviews  
to explore, evaluate and document the impact of the initia tive. 

CBO Training Surveys  
ASR, Probation and tra ining facilitators  will review the content of a ll tra inings  planned for partner CBOs  before 
developing pos t-tra ining as s es sments . Where pos s ible, validated s urvey ins truments  will be us ed to ass ess  
changes  in knowledge, attitudes  and beliefs  res ulting from the tra inings . ASR will work with Probation to develop 
tracking and monitoring s ys tems  for the propos ed on-line tra ining library. 

Data Das hboards  & Reports  
Continuing from Cohort II, ASR will collect and report on the progress  of CAFES implementation and outcomes  
via  das hboard reports  on key meas ures  and s ummary reports  of focus  group/ interview findings . The precis e 
s chedule for thes e reports  will be s et in coordination with other key CAFES events  and deadlines , s uch as  
mandated quarterly reports  to BSCC, periodic Prop 47 Advis ory Committee meetings  and the required BSCC 
interim and final evaluation reports . 

Proces s  & Outcome Meas ures  
ASR will collect and report on the following process  meas ures  to answer the key evaluation ques tions  rela ted to 
CAFES implementation. 

In early 2023, ASR and Probation s taff will create a  data  dictionary to operationalize each process  and outcome 
meas ure lis ted below. This  information will include the population to which each meas ure applies , the precis e 
criteria  for miles tones  s uch as  “referra l,” “completion” and “recidivate.”  

 

PROCESS MEASURE SOURCE 

CAFES Sys tem Referra l and Enrollment   

1. Number of clients  s erved by PFJ /PDO advocates , by location (South County & 
North County)  PDO/ PFJ  

2. Number of clients  s erved by PFJ /PDO advocates , by age  PDO/ PFJ  

3. Number of PFJ /PDO clients  receiving early repres enta tion after booking in the 
County ja il 

PDO/ PFJ  

4. Number of PFJ /PDO clients  receiving early repres enta tion after being cited for 
a  mis demeanor charge 

PDO/ PFJ  

5. Number of PFJ /PDO clients  receiving holis tic intake at arra ignment PDO/ PFJ  
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6. Number of PFJ /PDO clients  receiving cas e management and ongoing 
advocacy, by type of s ervice goal  

PDO/ PFJ  

 

7. Number of online NHC conferences  DAO/ CBO 

8. Number of in-pers on NHC conferences , by location  DAO/ CBO 

9. Number of NHC volunteers  tra ined, by demographics  (age, primary language, 
zip code) DAO/ CBO 

10. Number of NHC participants , by demographics  (age, primary language, zip 
code) 

DAO/ CBO, Probation  
 

11. Number referred to Collaborative Courts , by court type* Probation, CC 

12. Number of people authorized to CAFES, by  
• Referra l s ource 
• Primary offens e 
• Eligibility criteria 

o MH need 
o SUD need 

• Demographics  (age, gender, race/ ethnicity) 

Probation, Coordinating 
CBO 

13. Number of clients  s creened & as s es s ed, by ass ess or, as s ess ment/ s creening Probation Coordinating 
CBO 

Entry into Programs /Services   

1. Number of clients  s erved by the Probation Success  Centers  Probation 

2. Number of clients  receiving cas e management & s upport s ervices   Probation, Coordinating 
CBO 

3. Number of occurrences  of cas e management & s upport, by type  Probation, Coordinating 
CBO 

4. Number of clients  referred and enrolled in trea tment, by type Probation, Coordinating 
CBO 

Community/CBO Trainings   

1. Number of tra inings , by type Probation, Training 
facilitators   

2. Number of tra ining participants  Probation, Training 
facilitators  

3. Number of partner agencies  participating in tra inings  
Probation, Training 
facilitators  

*Collaborative Court activities  related to CAFES may not continue through the entire grant period. 

 

OUTCOME MEASURE SOURCE 

Short Term  
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1. Percentage of PFJ / PDO clients  who complete a t leas t one s elf-identified 
holis tic s ervice goal, by s ervice goal  PFJ / PDO 

2. Number of ja il bed days  for PFJ /PDO clients  compared to non-PFJ /PDO clients  
who were eligible for early repres entation PFJ / PDO 

3. Percentage of PFJ / PDO clients  diverted from s ys tem involvement through 
involvement in Neighborhood Courts  PFJ / PDO 

4. Percentage of PFJ / PDO early repres enta tion clients  granted releas e a t firs t 
appearance PFJ / PDO 

5. Percentage of PFJ / PDO clients  who engaged in treatment, by type (MH or SUD) PFJ / PDO 

6. Percentage of PFJ / PDO clients  who are Latinx from Wats onville   PFJ / PDO 

7. Percentage of PFJ / PDO clients  who are 18-25-year-olds  from Wats onville PFJ / PDO 

8. Percentage of NHC volunteers  with increas ed unders tanding due to panelis t 
tra ining  DAO/ CBO 

9. Percentage of NHC volunteers  with improved capacity to implement res torative 
jus tice practices  due to panelis t tra ining DAO/ CBO 

10. Percentage of participants  who s ucces s fully completed NHC DAO/ CBO 

11. Percentage of clients  who completed court divers ion, by type Probation, CC 

12. Percentage of clients  who completed treatment, by type  Probation 

13. Percentage of clients  with improved hous ing s ta tus   
(Bas ed on hous ing hierarchy: unhous ed, s helter, res identia l trea tment, 
SLE/ Trans itional hous ing, permanent hous ing) 

Probation, Coordinating 
CBO 

14. Percentage of clients  mainta ining or acquiring new jobs  Probation, Coordinating 
CBO 

15. Percentage of tra ining participants  with increas ed unders tanding of tra ining 
topics , after tra ining  

Probation, Training 
facilitators  

Long Term  

16. Reduction in Recidivis m: Percentage of clients  with additional criminal legal 
s ys tem involvement after joining CAFES (us ing local and BSCC definitions ) 
(compared to comparis on group). 
Indicators :  
a ) Arres ts  & cita tions   
b) Misdemeanor bookings  & convictions  
c) Felony bookings  & convictions  

Sheriff’s  Office, Dis trict 
Attorney, Superior 
Court 

17. Improved capacity of CBO partners  to address  MH and SUD needs  of people 
who are experiencing criminal legal s ys tem involvement. 

CBOs  (focus  groups  or 
interviews ) 

18. Improved acces s  to s ervices  for Latinx res idents  via  the Probation Succes s  
Center in South County Probation 
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19. Policy s hifts  implemented in connection with CAFES 
All CAFES partners  
(focus  groups  or 
interviews ) 

Succes s ful Project Completion 
Overall, CAFES clients  will be cons idered to have s ucces s fully completed the project components  if they achieve 
any of the following outcomes : 

1. Public Defender’s  Office/ Partners  for J us tice: At the time of advocate cas e clos ure (not legal cas e 
clos ure), completion of a t leas t one client s elf-identified holis tic s ervice goal. 

2. Divers ion –  Neighborhood Court: Pre-filing cas e “no-filed” or pre-conviction cas e “dismis s ed;” Mental 
Health Divers ion: Pre-filing cas e “no-filed” or pre-conviction cas e “dis mis s ed.” 

3. SUD/ MH Program –  Completion of client’s  s elf-identified goals  for their MH/ SUD treatment plan. 

Due to the Organized Delivery of Services  (MediCal funded treatment) s ys tem changes  and s hifts  in trea tment 
culture, we are moving away from program “graduations ” and “completions ,” and have s topped us ing length of 
s tay as  a  marker of s uccess . Participation is  bas ed on an as s es s ed level of care and client identified goals . 

Analys is  of the Long-Term Effect of CAFES on Recidivism 
If the policies , s ervices  and tra inings  carried out through this  cohort of the CAFES project are s uccess ful, then it 
is  expected that the number of clients  with additional criminal legal s ys tem involvement or who enter the 
criminal legal s ys tem will decline. Rather than entering the criminal legal s ys tem, s uch individuals  would achieve 
greater health and well-being through a  combination of mental health and s ubs tance us e treatment, hous ing and 
employment navigation, and/ or other rela ted s upports  for their individual needs . 

To es timate the overall net effect of CAFES Cohort III on countywide s hifts  in recidivis m and entry into the 
criminal legal s ys tem, ASR will compare divers ion and criminal legal s ys tem outcomes  of CAFES-eligible 
individuals  between 2022 and 2026 with thos e of a  s imilar group of individuals  arra igned prior to 2020 and not 
s entenced to ja il. This  comparison group will have been identified and the data  analyzed for the final evaluation 
report of Cohort II. Thes e pre-CAFES individuals  are ass umed to have had fewer res ources  access ible to them 
than thos e whos e cas es  began after CAFES Cohort II and III were launched and thus , according to the logic 
behind CAFES, pos ed a  greater ris k of re-offending. 

The validity of this  comparison may be weakened by the pres ence of non-CAFES rela ted developments  during 
the grant period that affect who becomes  involved in the criminal legal s ys tem and how their cas es  are handled. 
Not a ll thes e concurrent developments  may be fully accounted for as  they are happening during the project; 
s ome may not be vis ible until after the grant ends . However, the evaluation will highlight and s eek to account for 
any factors  outs ide of CAFES that could potentia lly impact the completion of s ervices  and recidivis m ra tes  
during the grant period. The analys is  will a ls o apply s tatis tica l methods  to control for differences  in the pre- and 
pos t-CAFES s ample populations  that may predict recidivis m. 

With thos e caveats  in mind, as  with the comparis on conducted for the Cohort II final evaluation, this  evaluation 
will compare individuals  with s imilar s ets  of offens es  and criminal his tories  prior to and after CAFES s ervices  
launched and will infer the effect of thos e s ervices  based on changes  in criminal legal s ys tem involvement. In 
addition, we will be able to compare this  group to both Cohort II and Cohort III participants , es tablis hing a  trend 
across  nearly a  decade (2017 –  2026).  

The CAFES Cohort III/ trea tment group will cons is t of adults  who meet the following eligibility criteria  for between 
2022 –  2026: 
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The Office of the Public Defender, in cooperate with Partners  for J us tice client advocates , s hall s erve adults  who 
meet the following criteria : 

1. Booked a t the County ja il or cited for a  mis demeanor offens e, and: 
• Have no conflicts  bas ed on PDO’s  exis ting repres enta tion 
• Agree to repres entation 

2. PDO clients  facing mis demeanor charges  with MH/ SUD or rela ted needs  and identified by PDO team as  
likely to benefit from advocate s ervices .  

The Neighborhood Court s hall s erve adults  who meet the following criteria : 

1. Have been cited or arres ted for a  low-level, non-s trike offens e. Initia l eligible offens es  include burglary, 
larceny, motor vehicle theft, a rs on, s imple as saults , forgery/ counterfeiting, fraud, embezzlement, s tolen 
property, vandalism, weapons , pros titution/ commercia lized vice, s ex offens es , liquor laws , drunkennes s , 
dis orderly conduct, vagrancy, and other offens es . 

2. Have no criminal his tory (applies  to early period of NHC). In la ter years , the NHC will expand to include 
thos e with a  limited crime record and no prior “s trikes .” 

3. Agree to take res pons ibility for the incident. 
4. Are willing to pay res titution, if warranted. 
5. Not eligible for AB 109 funding or Behavioral Health Sys tem of Care s ervices . 

Adults  will be eligible for a ll other CAFES s ervices  if they meet the following criteria : 

1. Have been cited or arres ted for a  low-level (nonviolent) offens e and referred to Neighborhood Court or 
eligible for Mental Health Divers ion (purs uant to AB 1810).  

2. Are eligible for any collaborative court, and not eligible for s ervices  via  AB 109 funds . 
3. Are currently under s upervis ion/ monitoring by the Probation Department (pretria l or formal probation) 

and have an identified SUD/MH need. 
4. Not eligible for AB 109 funding or Behavioral Health Sys tem of Care s ervices . 

The pre-CAFES comparis on group will cons is t of adults  with s imilar eligibility components  for 2017 –  2019.  

Outcome Meas ures  to be analyzed for participant and comparis on groups : 

1. Percentage granted and completing divers ion terms . (Data  from CC) 
2. Percentage booked on misdemeanor charges  within one year of their initia l offens e. (Data  from 

Probation) 
3. Percentage booked on felony charges  within one year of their initia l offens e. (Data  from Probation) 
4. Percentage convicted of a  mis demeanor offens e within one year of their initia l offens e. (Data  from 

Probation) 
5. Percentage convicted of a  felony within one year of their initia l offens e. (Data  from Probation) 
6. Percentage s entenced to cus tody time within one year of their initia l offens e. (Data  from Probation) 

The analys is  is  intended to ass es s  the overall net effect of CAFES on recidivis m for people with low-level 
offens es , little to no prior criminal his tory, and thos e unders erved by exis ting res ources  yet involved in the 
criminal legal s ys tem. As  with the final evaluation of Cohort II, the s pecific effects  of each type of CAFES-bas ed 
intervention may be difficult to es timate becaus e CAFES is  a  blend of new s ervices  (i.e., Public Defender’s  
Office/Partners  for J us tice) and additional res ources  to enhance s ervices  that exis ted prior to CAFES (i.e., 
mental health s ubs tance us e treatment, cas e management), and many clients  will likely participate in multiple 
CAFES-funded s ervices . 
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CAFES Logic Model 
 

INPUTS ACTIVITIES SHORT TERM OUTCOMES LONG TERM OUTCOMES 

SC County: 

Probation 
Department 

Dis trict Attorney’s  
Office  

Sheriff’s  Office 

Superior Court 

Behavioral Health 
Department  

Public Defender’s  
Office 

J anus  

Partners  for J us tice 

Applied Survey 
Res earch 

Coordinating CBO 

NHC CBO 

Prop 47 Local 
Advis ory Committee 
(CCP & Workgroups ) 

 

 

DIVERSION 

• Provide pre-conviction and/ or pre-
filing pathways .  

• Early repres enta tion, cas e 
management and advocacy.  

• Panelis t tra ining, Neighborhood 
Court conferences , referra ls  to 
CAFES s upport s ervices .  

• Collaborative Courts  program 
management.  

TREATMENT & SUPPORT SERVICES 

• Behavioral health s creening & 
as s es sments . 

• Referra ls  to MH/ SUD treatment. 

• Probation ris k and needs  
as s es sments . 

• Clients  s erved in Probation Succes s  
Centers . 

• Cas e management and s upport 
s ervices . 

SYSTEM STRENGTHENING 

• Recruit additional Advisory 
members  and s et up work groups . 

• Build a  library of tra ining res ources . 

• Provide EBP tra inings . 

 

DIVERSION  

Partners  for J us tice/Public Defender’s  Office  (PFJ /PDO): 

• PFJ / PDO clients  have improved outcomes  (releas e from 
cus tody, divers ion, treatment, reaching s upport goals ). 

• PFJ / PDO clients  have fewer ja il bed days . 

• Increas ed acces s  to s ervices  and s upport for Latinx 18–
25-year-olds  from Watsonville. 

Neighborhood Court: 

• Panelis ts  have increas ed unders tanding of and ability to 
practice res torative jus tice principles . 

• Success ful res titution and harm repair in Neighborhood 
Courts . 

TREATMENT & SUPPORT SERVICES 

• Reduction in time between arra ignment and beginning of 
s ervices .  

• Participants  es tablis h & complete MH/ SUD treatment 
goals . 

• Participants  linked to s upport s ervices , including hous ing 
and employment s upport. 

• Improved acces s  to s ervices  and s upport for Latinx 
res idents  experiencing criminal legal s ys tem involvement 
in South County. 

SYSTEM STRENGTHENING 

• Improved collaboration between s ys tem partners . 

• Improved knowledge of bes t practices  and key s ys tem-
s trengthening principles . 

• Reduced recidivism.  

• Improved outcomes  for 
a ll res idents  
experiencing criminal 
legal s ys tem 
involvement (SUD, MH, 
hous ing, employment). 

• Fewer individuals  with 
MH/ SUD needs  
entering criminal legal 
s ys tem. 

• Greater capacity of 
s ervice providers  to 
s erve individuals  with 
MH/ SUD needs  who are 
criminal legal s ys tem 
involved or a t ris k for 
s ys tem involvement. 
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ABOUT THE RESEARCHER  
Applied Survey Res earch (ASR) is  a  s ocial res earch firm dedicated to helping people build better communities  
by creating meaningful evaluative and ass es sment data , facilita ting information-bas ed planning, and 
developing cus tom s tra tegies . ASR has  more than 40 years  of experience working with public and private 
agencies , health and human s ervice organizations , city and county offices , s chool dis tricts , ins titutions  of 
higher learning, and charitable foundations . Through community ass ess ments , program evaluations , and 
rela ted s tudies , ASR provides  the information that communities  need for effective s tra tegic planning and 
community interventions .  

Res earch Team: J ennifer Anders on-Ochoa, J uliana Huaroc, J ulie  Burr, David Chang 

LOCATIONS  
CENTRAL COAST  
55 Penny Lane, Suite 101  
Wats onville, CA 95076  
Tel (831) 728-1356  
 

BAY AREA  
1871 The Alameda, Suite 180  
San J os e, CA 95126  
Tel (408) 247-8319  
 

SACRAMENTO  
5440 Park Drive, Suite 104 
Rocklin, CA 95765  
 
www.applieds urveyres earch.org 
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