
Step-by-Step
The Centre for Justice Innovation Cost-
Avoidance tool - the steps we took to get the
most out of the resource

About:
Alongside the Excel spreadsheet the CJI have produced a Toolkit for
practitioners which gives the context of the tool and discusses how to use it
effectively:

https://justiceinnovation.org/publications/valuing-youth-diversion-toolkit-practitioners 

However, as the tool still remains relatively underutilised in practice we wanted to
contribute the tangible steps we took in order to complete it to show that it is
not as time and labour intensive as it may first appear and can be extremely
useful in conversations with partner agencies to gain buy in.

Data:
We used the data on our 'Diversion Tracker' (a blank copy has been uploaded
to the resources hub) and so there was not much additional work that needed
to be done in terms of 'Scheme Referrals' and 'Engaged'.

Met with Performance Development and Research Officer at CYJS to look at
'Counterfactual Split' prior to Diversion service. This was not a straight-
forward task as prior to setting up our in house Diversion service we
commissioned a 3rd party sector to complete this work and so had to look
back several years. We looked at year on year split of In Court vs Out of Court
disposals. At a glance these figures were not hugely different with estimate
already inputted in the tool so kept the same. As these figures will probably
not be readily identifiable by most services we would recommend adding a
tab to the spreadsheet and writing a preface to the tool to note down what
exactly the numbers demonstrate and detail any limitations.

'Programme Cost,' Prevention and Diversion Team manager knew approx.
annual budget but you may need to check with Head of Service.



Meetings:
 Met with the Head of Criminal Justice at Lancashire constabulary to discuss
the tool and how it could eventually be used and identified relevant police
colleagues to support it's developments.

Approached seconded police officers from Lancashire CYJS and their
Sergeant to gather an estimate for 'police time saved'. Over the course of two
months they conducted a scoping exercise to look at children who received
an Alternative Out of Court disposal to collect time spent from the Officers in
Charge. 

We then met to calculate the mean and agreed a conservative estimate which
was entered into the spreadsheet. 

The final stage was meeting with colleagues internally to see how much, if any
time was saved by referring children directly into the Diversion Service in
comparison to via the Out of Court joint decision making panel.

Additional Steps:
Create tab on the spreadsheet that prefaces the data to summarise and
explain any limitations. i.e. That it is immediate avoidances, not including time
and costs saved from children not becoming a first time entrant in the future.

Think about potential audiences and the influence it could have and schedule
additional meetings accordingly once the tool is completed.

Consider how often the tool will be reviewed and updated i.e. running total vs
revised annually


