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II. Step-by-Step Guide: Creating a Local CIT 
Program Data Collection and Review 
Process

Step 1.  Ensure the Right Partnerships are in Place

The CIT Model considers partnerships to be a Core Element in effective CIT programming.  
Partnership is also a critical aspect of data collection. Through these partnerships, the CIT 
program should articulate the features of their program and establish goals or describe the 
anticipated result of implementing a CIT program in 
their community. (See Figure 2 for potential partners.)

Foster alignment around agreed upon goals 

There should be alignment among partners so data 
gathered and analyzed are parallel with the goals and 
outcomes sought by the CIT partnership.  It is 
particularly critical within law enforcement agencies to 
have top leadership in agreement with the program 
goals and the corresponding data collection and analysis 
efforts.  The established partnership should work to 
develop a vision for data collection, but as different 
parties involved may have different priorities and 
interests, compromise and planning will be necessary. 

Increase data analysis in accordance with 
capacity 

Program partners should work together to establish 
agreement to ensure plans for data collection are 
feasible and produce good quality data.  As program 
capacity grows, data collection and analysis activities 
can expand.  

Programs having multiple partners with the capacity 
to perform data-related activities are encouraged to leverage this capacity and collect and analyze 
data across partners.  Step 7 will provide more guidance around this.

Research Partner Opportunities

Local universities can often provide a 
wealth of information and resources for 
developing or expanding local CIT data 
collection. 

Criminal justice, public health, social 
work, engineering, and information 
technology departments can potentially 
provide staffing through student and 
professorial support and expertise to help 
with:

Developing logic models.

Generating process flow charts.

Creating electronic data 
collection templates and 
databases.

Providing data analytics support.

Supporting dissemination of CIT 
program information and 
successes.

Figure 2. Research Partners

Sample downloaded from CEmobile.me
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Step 2.  Document Your Local CIT Program

Outline the CIT program using maps, charts, or models

Sometimes, CIT programs will begin data collection before establishing a clear connection 
between
find they are missing important data elements and the data they have collected is not as useful as 
they had hoped.  To avoid this, it can be extremely useful to gather partners to map out and 

logic models that connect the CIT activities to the eventual outcomes and goals of the CIT 
partnership.  By writing and mapping the program processes, the data points and data sources 
that are most needed for collection will begin to emerge.  This process will help identify data 
points that are necessary for documenting implementation activities as well as outcomes.  
Including stakeholders and partners in this process will ensure important data points and sources 
are not overlooked and create buy-in for the data collection process itself.  This improves the 
likelihood that partners will work to collect and share the data needed to evaluate the program.

Figure 3 provides one example of a CIT program logic model.  A logic model is a useful tool for 
conceptualizing a CIT program and its specific resources (inputs), activities and participants 
(outputs) and intended results (outcomes).  Many of the items listed as inputs and outputs map 
onto the CIT Core Elements.  Not only does the logic model provide a roadmap of the program 
components and how they are believed to work, it also identifies important elements to track and 
measure.  While programs may not have the initial capacity to measure all elements, the logic 
model provides a guide to begin identifying data points that can be collected and analyzed.
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INPUTS OUTPUTS HYPOTHESIZED OUTCOMES*
Short-term Intermediate-

term
Long-term

Partners:
- Systems
- Community
- CIT coordinator
- Police/agency

trainers
- Evaluator

Training items:
-Training space
- Materials/
curricula

- Backfill:
Resources to
cover the shifts
of officers/others
while they attend
training

Having 
designated drop-
off site(s) 
identified

Collaboration:
- Partner/
stakeholder
meetings

- Policy &
procedure review

- Recognition and
awards

- Outreach to
other
communities

Training:
- 40-hour CIT
training

- Advanced &
refresher training

- Partner training

CIT response

Participation:
- CIT coordinator
- Law enforcement
personnel
- Emergency
communications
personnel
- Mental health
providers
- System partners
- Community
partners
- People in crisis
- Families

:
- Relationships
- Knowledge,
attitudes, skills

- Linkage
- Diversion

:
- Use of force
- Injuries
- Arrests

:
- Problem
solving

- Continuity of
care

- Engagement in
services

- Non-
emergency
mental health
service
utilization

:
- Repeat calls for
service

:
- Mental health
crisis response
system change

:
- Jail population
- Costs for law
enforcement,
jails, healthcare
system

*Assumption: Implementing a CIT program will lead to better immediate response to mental health crisis calls (safety,
linkage, diversion) and better service coordination and outcomes over time. Outcomes are hypothesized until measured.
Arrows indicate the hypothesized direction of change.

Figure 3. Example CIT Program Logic Model 

Process maps can also be useful.  Figure 4 provides a process map of a CIT call process.  This 
example is intended to inspire ideas of how process mapping could be helpful to CIT programs 
just starting or seeking to expand their data collection process.  For example, Figure 4 makes 
clear the various dispositions (key outcome data points to gather) that may result from a CIT 
program, as well as the partners involved with each disposition (who may need to provide that 
data).


