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EXECUTIVE SUMMARY 

Introduction 

The Virginia Department of Corrections (DOC) contracts with 
the Associated Marine Institutes, Inc. of Tampa, Florida (AMI) to 
provide juvenile authorities in the Peninsula area of virginia 
with an alternative to the institutionalization of serious juve
nile offenders. AMI is a private, non-profit organization 
committed to reh~bilitating youthful offenders. 'AMI operates 
sixteen (16) non-residential and seven (7) residential programs 
in eight states. 

There has been interest in a Virginia "marine institute" for 
some time. This interest evolved as Virginia criminal justice 
professionals became aware of the success that states such as 
Massachusetts, Connecticut, Colorado and Minnesota were having 
with "wilderness probation" or "outward bound" programs. Like 
the AMI marine institutes, these programs offer juvenile offen
ders a chance to engage in outdoor activities designed to help 
them develop a sense of self-worth and an appreciation of disci
plined behavior. 

DOC began negotiations with AMI in 1984, but problems in 
locating a site and questions about the best method of funding 
the program delayed the letting of a contract. In the Spring of 
1988, with the active support of juvenile and domestic relations 
judges, legislators, and civic leaders from the Peninsula area, 
funding was secured in the form of a line item appropriation. 
The Peninsula Marine Institute (PMI), enrolled its first student 
on August 16, 1988. 

Funding History 

State funding of PMI began on July 1, 1988. The General 
Assembly appropriated $350,000 for the first year of the biennium 
and $350,000 for the second year. 

Rationale and Objectives of the Evaluation 

The General Assembly requested that DCJS evaluate PMI because 
the $700,000 appropriation marks a substantial commitment to a 
new program. The fact that this appropriation is in the form of 
a line item is also noteworthy. Very few treatment programs for 
juvenile offenders have been afforded such high budgetary status. 

The basic charge to DC;S was to evaluate the cost effective
ness of PMI and to make recommendations, if appropriate, about 
the future funding of the program. DCJS evaluation specialists 
derived the following evaluation objectives from this charge: 
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2. 

to provide an accurate description of the program and 
its operation during its first year; 

to assess PMI's performance by providing information on 
the following questions: 

a. Has PMI fulfilled its contractual obligations with 
DOC? 

b. Has PMI served a unique and productive role in the 
Peninsula juvenile justice system? 

c. Has PMI operated in a cost effective manner? 

Evaluation Methodology 

The evaluation involved: 

fourteen trips to Newport News to observe PMI classes 
and graduation ceremonies and to review PMI 
administrative and record-keeping practices; 

a trip to South Carolina to observe two other day
treatment programs operated by AMI; 

interviews with 22 probation counselors, eight Juvenile 
and Domestic Relations judges, six PMI staff members, 
and the Chief of Operations. of DOC's Division of Youth 
Servicesi 

a detailed examination of student records; 

informal conversations with various officials of DOC and 
AMI, and with the directors or staff of nine other 
Peninsula or Tidewater area treatment programs for 
juvenile offenders; and 

an analysis of the offense histories of PMI students. 

PMI Organization and Staff 

PMI's organizational components consist of various liaison 
and support staff of Associated Marine Institutes, Inc. (AMI) of 
Florida, the local, eighteen-member PMI Board of Trustees, and 
the Executive Director and staff of PMI, Inc. of Virginia 
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During its first year, PMI operated with eight full-time and 
three part-time positions. The Executive Director, the Director 
of Operations, the five Instructor/Counselors, and the Admini
strative Assistant have full-time positions while the Operations 
Secretqry and the two Van Drivers are employed on a part-time 
basis. A ninth, full-time position, the Community Coordinator, 
was added on July 1, 1989. This person provides follow-up and 
employment services. 

Facilities and Eguipment 

The main PMI facility is a former print shop located in an 
industrial section of downtown Newport News. The building has 
approximately 6500 square feet. Students also have access to a 
nearby gymnasium and two indoor swimming pools. The PMI fleet 
consists of a 3l-foot Bertram Sportfishing boat and two smaller 
sailboats. PMI vessels are docked in slips donated by a nearby 
marina. 

Operating Budget 

The General Assembly appropriated $350,000 for AMI services 
for each year of the 1988-1990 biennium. DOC sends these funds 
to AMI headquarters in Tampa, Florida. AMI takes 20 percent of 
the money and provides PMI with a range of administrative, 
accounting, and staff training services. It forwards the remain
der to PMI. PMI also receives from $35,000 to $40,000 annually 
from Newpor.t News school officials because PMI students are 
registered as students of Newport News. In addition, during 
fiscal year 1988-1989, PMI received cash contributions and 
donated supplies or equipment valued at $29,000. 

Service Area 

PMI serves juveniles who are residents of Newport News, 
Hampton, Williamsburg, Suffolk, York County, James City County, 
Gloucester County and Isle of Wight County. To ensure that each 
jurisdiction has placement slots in the program, DYS established 
the following allocation guideline: 

5th District (Suffolk/Isle of Wight) : 3 slots (9%) 

7th District (Newpor t News) : 14 slots (41%) 

8th District (Hampton) 14 slots (41% ) 

9th District (Williamsburg, York, 
James City, Gloucester) 3 slots (9%) 
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· As of September 1, 1989, 86 students had been enrolled at 
PMI. Fifty-six percent (56%) were from Newport News, 26% were 
from Hampton, 10% were from York County or Williamsburg, and 8% 
were from Isle of Wight County or Suffolk. Sixty-three percent 
(63%) of' PMI enrollees were black and nine percent (9%) were 
female. 

Client Population Served 

PMI is a program for serious offenders who do not pose a 
threat to the larger community. In addition to having committed 
a serious crime, the AMI/DOC contract stipulates that " ••• youth 
slated to attend this program will have exhausted all efforts by 
the probation staff and juvenile court to effect any documented 
behavior." All PMI students are under court order with the pro
viso that failure at PMI will place them under immediate risk of 
being committed to a DOC learning center. 

Number of Juveniles Enrolled or Discharged to Date 

As of December 1, 1989, 103 juveniles had been enrolled at 
PMI. Twenty-nine (29) of these students were unfavorably dis
charged, twenty-four (24) were graduated, and six (6) were favor
ably discharged short of graduation. 

Role in the Peninsula Juvenile Justice System 

The establishment of PMI gave probation counselors and judges 
a new, day-treatment option for the treatment of serious juvenile 
offenders. There are no other non-residential programs on the 
Peninsula that can provide daily, fape-to-face supervision of 30 
to 40 juveniles. 

Juveniles attend PMI by order of the eight Juvenile and 
Domestic Relations Court judges who serve the jurisdictions of 
PMI's service area. Between eighty and ninety percent of all PMI 
students have been sentenced to probation and allowed to live at 
home while they attend PMI. The other ten to twenty percent of 
PMI students must, for some reason, reside in the Newport News 
Detention Center, the Hampton/Newport News Less Secure Facility, 
or Crossroads, the only post-dispositional group home on the 
Peninsula. 

Method of Treatment 

AMI's stated goals are to reduce or eliminate recidivism, to 
increase vocational skills, and to increase the academic skills 
of juvenile offenders. These goals are pursued through the 
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application of experiential learning techniques and the precepts 
of "reality therapy." PMI provides juveniles with the opportu
nity to sail, swim, skin dive, scuba dive, navigate, operate; 
repair and maintain boats, learn first aid, CPR, etc. These 
activities engage the students, and also provide the substance 
for experientia~ learning and the development of self-confidence. 

Reality therapy assumes that each person has a need to be 
loved and a need to feel wqrthwhile and the only way to attain 
love and a sense of being worthwhile is to maintain a satisfac
tory standard of behavior. PMI staff continually urge PMI 
students to examine their behavior and determine if this behavior 
contributes to fulfilling these needs. Students must accept res
ponsibility for their behavior and are encourage'd to develop the 
discipline necessary to control it. Staff teach discipline by 
modeling responsible behavior. 

Graduation Requirements 

PMI students are to conduct themselves in such a way as to 
advance through five stages or ranks, each of which requires a 
higher degree of discipline and responsibility. Students are 
awarded points for observing PMI rules of behavior, completing 
tests and classes, performing community service, and for perfect 
attendance ever a specified period. Aside from needing a certain 
number to graduate, the points earns students the privilege of 
participating in a special events or recreational activities. 

In order to graduate, a PMI student must increase his or her 
academic grade level by an average 2.5 years, earn at least 64 
PMI academic credit hours, achieve the rank of First Mate, 
arrange a definite placement prior to graduation (re-entrance 
into school, job, military acceptanQe, jobs corps, etc.), behave 
at horne, school and in the community in a manner that meets or 
exceeds the standards of the PMI's Director of Operations, 
Executive Director, and Staff, perform 15 to 25 hours of com
munity service, earn 4,500 points for responsible behavior; and 
earn 28 course completion cards. 

Weekly and Daily Regimen 

Instruction is organized so that half of the student's time 
is spent in a classroom situation and the other half is spent in 
the field with actual "hands-on" learning experiences. From 
Monday through Thursday, students are assigned to classes from a 
curriculum of marine and earth sciences, seamanship, diving, 
aquatics, physical education, academic and vocational education. 
On Fridays, graduation exercises are held, sailing, fishing, or 
diving excursions are made~ and special recreational or reward 
events are scheduled. 
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Student Records 

PMI has approximately 30 different forms on which it records 
information about students. Some forms describe a student's case 
treatmen t plan. ' Others spell ou t PMI rules of behav ior, record 
student performance, indicate parental consent, denote specific 
achievements or awards, and record information related to program 
termination. 

Student Transportation 

PMI uses two IS-person vans to provide transportation for its 
students. One van picks up students from Williamsburg, York 
County and the Western end of Newport News. The other van picks 
up students from Hampton, the East end of Newport News, and the 
Newport News Detention Home. As yet, the requests for admission 
from Suffolk City and Isle of Wight County have not warranted the 
creation of a separate van route for these jurisdictions. 

Limitations of the Evaluation 

When reading the findings and recommendations of the evalua
tion, the reader should remember that PMI has been enrolling 
students only since August 16, 1988. Some of the observations 
and deficiencies noted by the evaluators, therefore, are normal 
inefficiencies expected of any new program and staff. Also, 
because the DCJS evaluation was conducted during the first year 
of PMI operation, it was not possible to assess the program's 
impact on student recidivism. 

The reader should also note that the new Virginia Department 
of Youth Services (DYS) will take over PMI contract negotiation 
and program monitoring responsibiliiies on July 1, 1990. Thus 
even though the original AMI/DOC contract created responsibili
ties for DOC officials, it is incumbent upon the new DYS 
officials to respond to the recommendations of this evaluation. 

Evaluation Findings a~d Recommendations 

The evaluation report presents evaluation findings and recom
mendations in the order of the following topical questions: 

1. how well have PMI or AMI met their obligations with 
regard to the AMI/DOC contract?, 

2. how have local juvenile justice professionals viewed 
PMI's performance during its Eirst year of operation?, 
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3. is PMI a cost-effectiveness program?, and 

4. how should PMI or DYS officials address varibus admini
strative and procedural problems revealed by the 
evaluation? 

Because the AMI/DOC contract specifies a variety of tasks and 
responsibilities that PMI, AMI, and DOC officials are to perform, 
the findings and recommendations in this section of the report 
deal with a variety of subjects. In addition, t~e findings and 
recommendations in the main text of the ~eport are not presented 
in order of their importance. To make the executive-5ummary as 
readible as possible, therefore, the evaluation findings and 
recommendations will be listed in their approximate order of 
importance. 

Many of the recommendations below are abbreviations of those 
in the main text of the report. Several are a compilation of 
recommendations in the main text. A few minor recommendations, 
that pertain to problems with PMI record keeping or to student 
transportation, are not included in this Executive Summary. The 
reader should consult the main text of the report for the speci
fics of all recommendations. 

Program Cost Effectiveness 

FINDING: With all factors considered, PMI was found to be a 
cost effective program. 

PMI is a less costly sentencing option than commitment to a 
DOC learning center or placement in a residential program funded 
through the "286" Special Placements Program. These programs are 
the most likely alternative sentencing options for the type of 
juvenile sent to PMI. 

If the amount of the AMI/DOC contract ($350,000) is divided 
by the number of enrollment days that PMI students accumulated 
during FY1989 (11,560), and the resulting daily cost is multi
plied by 30 (the average days of a month), the average, monthly, 
per-student, cost of sending a juvenile offender to PMI is $908. 
If the number of days that PMI students actually attended PMI 
classes or events during FY 1989 is used in this calculation,the 
average, monthly, per-student is $1,294. The comparable cost for 
a juvenile committed to a learning center is $2,702 (FY 1989). 
The comparable cost for placing a juvenile at a "286" residential 
program is $3,210. 
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RECOMMENDATION: Because PMI has met its basic contract 
requiremants, has improved and continues to improve in admini
strative proficiency, has gained the support of the great 
majority of juvenile justice professionals in the Peninsula area, 
and is the least costly sentencing option for many juveniles at 
risk of commitment to a learning center, the General Assembly 
should continue funding of this program for the 1990-1992 bien
nium. We recommend level funding contingent upon implementation 
of the recommendations herein. 

Program Criteria for Intake, Participation, and Removal 

FINDING: There is good deal of confusion among the probation 
counselors and judges about the criteria used to admit a juvenile 
or discharge a juvenile from the PMI program 

The AMI/DOC contract states that "AMI staff and designated 
Court Service Unit counselors are to develop a criteria list for 
intake, participation and removal from the AMI program under the 
guidelines set by the Deputy Director of DYS" (Attachment B) • 
There is no evidence that AMI staff or the unnamed "Court Service 
Unit Counselors" ever developed such a criteria list. 

Written criteria for admission may be found in the AMI/DOC 
contract and in an attachment to a memo issued by Acting DYS 
Deputy Director, Mr. Glenn Radcliffe on August 31, 1988. The 
contract and attachment list the type of crimes that PMI students 
are to have been adjudicated guilty (burglary, larceny, assault, 
robbery, etc.). The contract adds that " ••• youth placed in this 
program will have exhausted all efforts by the probation staff 
and juvenile court to effect any documented behavior." The 
attachment, which Radcliffe titled "PMI Referral Criteria" states 
that "youth placed in this program should be serious offenders, 
at risk for committment to the learning centers." 

Many probation counselors were unsure if they had ever seen 
the criteria in written form. Most agreed that, initially, only 
juveniles who would otherwise be committed to a DOC learning 
center were to be referred to PMI. Of course, the type of juve
nile offender likely to be committed to a learning center varies 
depending on the judge and the number of alternative sentencing 
options available. 

After a high percentage of the juveniles first enrolled at 
PMI were unfavorably discharged, a number of probation counselors 
concluded that PMI is most suited for juveniles who are on a 
course toward but still some ways from commitment. Other coun
selors, assuming that the original "last chance" criteria were 
still in effect, complained that they are too restrictive. These 
counselors resented the fact that juveniles have to be convicted 
of a serious crime before they can be referred to PMI. 
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Four of the judges interviewed indicated a willingness to 
recommend juveniles who were not quite at the "last chance" point 
in their criminal history. The two Hampton City judges were of 
the opinion that the original criteria were still in effect and 
that, if a softening of these criteria had occurred, they had not 
been informed. . 

AMI and PMI officials are willing to admit a wide range of 
juvenile offenders for treatment at their marine institutes •. 
They maintain that most of their non-residential programs treat 
both the CHINS-type juvenile and the serious offender; as long as 
the latter does not pose a threat to the larger community. 

RECOMMENDATION: DYS officials (including a number of proba
tion counselors) the juvenile and domestic relations judges who 
recommend juveniles to PMI, and PMI managers should meet and come 
to a consensus about the type, or types of juveniles who should 
attend PMI. 

The referral criteria should be clearly written and sent to 
all judges and court service.unit personnel. 

A committee of the PMI Board of Trustees should monitor the 
recruitment process and verify each year that these criteria are 
being applied. This verification should be reported to DYS and 
the juvenile and domestic relations judges. 

FINDING: The criteria for continued participation in PMI are 
not clearly specified. To a large extent they are spelled out in 
the PMI graduation requirements. During the iirst year of PMI's 
operation, however, five students were "favorably discharged" 
rather than graduated. A review of ·their files did not reveal 
whether they simply left the program on their own, were asked to 
leave, or left after consultation with the PMI staff. Although 
all AMI non-residential programs allow for the possibility of 
favorable discharge short of graduation, the criteria or process 
used to award this status is not readily available. 

RECOMMENDATION: DYS and PMI officials should establish cri
teria for discharging a PMI student unfavorably or discharging a 
PMI student favorably but short of graduation. These criteria 
should be written out. The method or process by which these 
criteria are to be applied also should be specified. The reasons 
and facts related to such discharges should be recorded in the 
students' files and reported to DYS. 
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vocational Instruction 

FINDING: The AMI/DOC contract states that PMI staff are to 
"instruct ••• youth in the areas of job attainment skills •. (and) 
•• vocationa1 education ••• " (Section 2.1.1). 

PMI offers classes on preparing job resumes, how to behave 
when being interviewed for a job, and the specific requirements 
and expectations of the workplace. In addition, PMI students 
learn vocational skills in marine-related courses (navigation, 
boat maintenance, and fishing, etc.) and may be certified as 
scuba divers or skin divers. There are no vocational courses per 
se, however, and none that are taught by persons certified as 
vocational instructors. 

RECOMMENDATION: DYS should clarify its expectations of PMI 
regarding vocational instruction and inform the PMI Executive 
Director. These expectations should be clearly expressed in the 
next DYS/AMI contract. At minimum, PMI should be required to 
offer two or three courses in which students may attain minimal 
certification in skills useful to the local economy. PMI should 
hire an additional, full-time instructor who is certified to 
teach vocational education classes. The funds required for this 
extra position should come from local contributions or available 
grant monies. 

PMI Aftercare Services 

FINDING: The AMI/DOC contract establishes two PMI goals 
related to aftercare. One is to "prevent further delinquent 
behavior and promote a positive community adjustment for a youth 
with a prior history of delinquency .(Attachment A)" and the 
second is to "assist participants in finding job; upon completion 
of the program (Attachment A)." 

It is too early in PMI operational history to assess PMI's 
impact on student recidivism. All AMI programs have an elaborate 
system for tracking the employment and offense histories of 
juveniles who have been discharged. Follow-up information is 
collected by the PMI Community Co-ordinator and Operations 
Secretary. In addition, the Community Coordinator is responsible 
for establishing a job bank and for assisting graduates (and even 
some non-graduates who request help) to maintain full employment. 
These efforts indicate that PMI staff realize the importance of 
aftercare services. 

-x-

I 
I 
I 
I 
I 
'I 
I· 
I' 
I 
I 

I 
'J 
I 



J 

• .. ~ 

• 
~ 
-<' 

-
-

RECOMMENDATION: PMI should increase aftercare services. The 
Community Coordinator should establish a network of former PMI 
students. Monthly meetings should be scheduled, perhaps in the 
evening, at which former students can meet with the Community 
Coordinator. Information about employment opportunities and the 
availability of other community resources should be shared. 

Instructor/Student Ratio 

FINDING: The AMI/DOC contract states that PMI shall 
"maintain an overall ratio of one counselor/instructor for each 
seven clients "(Attachment A). PMI fulfilled this task only par
tially because of the high rate of staff turnover, the fact that 
instructor/counselors were frequently'absent because of training, 
AMI conferences or special events, judicial hearings, or illness, 
and because the initial layout of the PMI building impeded line 
of sight observation of students. 

RECOMMENDATION: PMI should hire at least one more 
instructor/counselor on a full time basis. This position should 
instruct vocational education courses and be funded by available 
grant monies or locally generated contributions • 

Opinion of Peninsula Area Juvenile Justice Professionals 

FINDING: PMI has garnered widespread support among the pro
bation counselors, judges, and other juvenile justice profes
sionals in the Peninsula area. Approximately eighty-five percent 
(85%) the forty (40) juvenile justice professionals contacted 
expressed praise or support for the PMI program. This praise or 
support exists, in many instances, even when professionals are 
less than happy about certain aspects of the program. 

Some support exists because the professionals believe in the 
program's concept. They like its emphasis on the work ethic and 
individual responsibility. Some exists because the professionals 
consider PMI to be a better sentencing option than commitment to 
a learning center or placement in a "286" residential program. 
These professionals often consider learning centers to be "human 
warehouses" and complain that the "286" programs have overly long 
waiting lists and burdensome paperwork. 

PMI is widely viewed as positive because (1) it takes juve
niles out of their normal daily routine while still allowing them 
to reside at home, (2) provides juveniles with the opportunity 
for unique and motivational experiences and a means for i~proving 
self-esteem and (3) has, to date, been an administratively simple 
program to access. 
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Provision of Individual and Family Counseling 

FINDING: The AMI/DOC contract indicates that PMI will 
provide "individualized counseling (Section 2.1.1" and tha~ PMI 
will involve the parents of students "through verbal contacts and 
family counseling." These requirements are being met only 
minimally. 

PMI provides "individualized counseling" only in the most 
informal manner. Instructor /counselors receive instruction in 
counseling at AMI College, the eight-day orientation session for 
new staff, and at AMI sponsored workshops. There is no evidence 
that PMI instructor/counselors conduct group or personalized 
counseling in any clinical or therapeutic sense. At best, they 
meet with students individually to discuss behavior and to impart 
and reinforce the principles of reality therapy. 

Although their job descriptions state that "regular parental 
contact is required," the PMI instructors acknowledged that this 
has been a difficult requirement to fulfill. The instructors are 
so busy supervising students and trying to keep up with class and 
student record-keeping that parental contact suffers. There is 
no evidence that AMI programs utilize family counseling as part 
of their treatment philosophy. 

RECOMMENDATION: DYS officials should clarify their expecta
tions with regard to the provision of individual or family 
counseling by PMI staff. At minimum, PMI instructor/counselors 
should be apprised as to the privat& and public counseling 
services that might be of service to PMI students. 

Academic Program Credibility 

FINDING: Local probation counselors expressed a concern that 
local school systems do not recognize the improvement made in a 
juvenile's grade level while attending classes at PMI. Therefore, 
these juveniles do not advance in grade when they return to 
school following graduation from PMI. 

Accreditation of PMI's academic program by local school offi
cials would require PMI to meet rigorous curriculum, staff 
compensation, and scheduling requirements that would deny PMI 
officials the flexibility needed to an individualized approach to 
instruction. 

RECOMMENDATION: PMI officials should approach local school 
officials and propose a means by which PMI graduates seeking to 
re-enter school can be given credit for their academic improve
ment while at PMI. 
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Staff Compensation 

FINDING: PMI managers compensate their staff at a level that 
is lower than the compensation paid to the staff of most other 
juvenile offender programs. The average annual, starting salary 
for PMI instructor/counselors is $15,900. This is one cause for 
the high turnover in staff that occurred during PMI's first year 
of operation. 

RECOMMENDATION: In order to attract the most competent staff 
possible, and to keep staff in their jobs for a reasonable length 
of time, PMI managers should raise the starting salaries of their 
instructor/counselors to a level comparable to that of the local 
highschool teachers. The necessary funds should come from 
available grant monies or locally generated contributions. 

Communication between PMI and DYS 

FINDING: The AMI/DOC contract did not specify the informa
tion that DOC would require to discharge its program monitoring 
and evaluation responsibilities. PMI sent DYS monthly reports 
containing basic enrollment and student demographic information. 
DYS was not provided, nor did they request, information about the 
actual number of enrolled students attending PMI classes. Since 
there was a big difference in the number of enrollment days 
(11,560) and days of attendance (8,112), during FY 1989, this 
omission is serious. 

RECOMMENDATION: DYS officials must determine the type and 
amount of information they should receive from PMI in order to 
disharge their program monitoring and evaluation responsibili
ties. At minimum, this information should include detailed 
enrollment and attendance data, student social history and demo
graphic data, recidivism data on former students, and the facts 
and reasoning surrounding unfavorable and favorable-short-of
graduation discharges. A description of the required information 
should be included in in the AMI/DYS contract. 

FINDING: The contract required AMI and DYS personnel to 
develop a program evaluation model. This was not accomplished 
during PMI's first year of operation. 

RECOMMENDATION: DYS officials should work with AMI and PMI 
officials to develop an evaluation model that provides periodic 
assessment of PMI productivity and ferformance. This model 
should include an annual analysis of the reasons students have 
been unfavorably terminated from the program. 
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FINDING: The "social histories" of PMI students that are 
written by DOC Court Service Unit personnel and sent to PMI for 
inclusion in student records, were often unclear or incomplete. 

RECOMMENDATION: DYS should work with Peninsula area judges 
and probation counselors to develop a standardized format for the 
writing of social histories. This .format should make it clear as 
to the time period covered by the social history, the seriousness 
of each offense (felony or misdemeanor), and the number of 
offenses resolved at intake, Nolle Prossed, dismissed, held over, 
or adjudicated not innocent. 

Student Referral Process 

FINDING: On several occasions in the past year, the PMI 
Executive Director had to recruit students to maintain contract
level enrollment. The Executive Director either wrote an appeal 
to the area probation counselors informing them that slots desig
nated for their area were now or will soon be open, or he made a 
requested the Superintendant of the Newport News Detention Home 
to evaluate all recently confined youth as potential PMI 
students. 

RECO~1ENDATION: The PMI student referral process should be 
formalized. 

The managers of the new Virginia Department of Youth Services 
(DYS) will need time to establish the department's organizational 
policies and procedures. By the 1992-1994 biennium, however, DYS 
managers should create a new position titled PMI Referral Co
ordinator. This person would be responsible' for the initial 
screening of prospective students, insure that the applicant's 
paperwork is complete, monitor student progress, and represent 
the interests of the local courts in all judicial hearings invol
ving PMI students. 

A juvenile should not be enrolled until PMI officials receive 
a complete record of his or her social and psychological history; 
including a psychological evaluation that is current within six 
months. 

PMI and DYS officials should establish a process by which 
youth already committed to a DYS learning centers can be paroled 
to PMI. Such a process is currently in effect at AMI programs in 
South Carolina. 
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I. INTRODUCTION 

This report presents the findings and recommendations of the 
Deoartment of Criminal Justice Services' (DCJS) evaluation of the 
pe~insula Marine Institute (PMI). The evaluation was conducted 
between May and November of 1989. 

Program History 

The virginia Department of Corrections contracts with the 
Associated Marine Institutes, Inc. of Tampa, Florida (AMI) to 
provide juvenile authorities in the Peninsula area of Virginia 
with an alternative to the institutionalization of serious 
juvenile offenders. AMI is a private, non-profit organization 
committed to rehabilitating youthful offenders. 

AMI has established twenty-three (23) non-residential and 
residential programs in eight states to achieve its stated goals 
of reducing or eliminating recidivism and increasing the 
vocational and academic skills of 15 to 18 year old delinquent 
boys and girls. Sixteen (16) of these programs or 'institutes are 
non-residential or day-treatment programs and seven (7) are 
residential programs. Twelve institutes are located in 
Florida. There are four in South Carolina, two in Delaware, two 
in Maryland, and one each in Louisiana, Massachusetts and Texas 

There has been interest in a virginia-based "marine 
institute" for some time. This interest evolved as Virginia 
criminal justice professionals became aware of the success that 
states such as Massachusetts, Connecticut, Colorado and Minnesota 

'were having with wilderness probation or "outward bound" 
programs. These programs offered juvenile offenders a chance to 
engage in wilderness activities designed to help them develop 
their sense of self-worth and an appreciation of the value of 
discipline and responsible behavior. 

By 1984, there were approximately 32 outdoor adventure 
education programs in virginia. Most were developed in response 
to the availability of u.S. Office of Juvenile Justice and 
Delinquency Prevention funds beginning in the mid-1970's. By 
1984, DCJS's predecessor agency, the Division of Justice and 
Crime Prevention was funding nine (9) Wilderness programs, two of 
which were in the Tidewater area. These programs varied in terms 
of clientele; some taking referrals from the Court, the public 
schools, or public family and youth service agencies and others 
designed as aftercare programs for offenders returning from 
detention or commitment. 

After AMI's serious offender program, located in Florida's 
everglades, was spotlighted on the ABC news special "Crime in 
America," members of the virginia Crime Commission expressed an 
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interest in establishing such a marine-based, residential program 
in virginia. Their discussions with legislators from the 
Tidewater area lead to a proposal that OJJDP monies be used for a 
juvenile "serious offender" program in the Hampton Roads or 
Peninsula area. DOC began negotiations with AMI in 1984, but 
problems in locating a site and questions about the use of OJJDP 
funds delayed the letting of a contract. 

In the Spring of 1988, with the active support of juvenile 
and domestic relations judges, legislators,' and civic leaders 
from the Peninsula area, funding was secured in.the form of a 
line item appropriation. This appropriation was to support the 
establishment and operation of a non-residential, marine 
institute in Newport News, Virginia. This institute, the 
Peninsula Marine Institute (PMI) , enrolled its first student on 
August 16, 1988. 

Funding History 

State funding of PMI began on July 1, 1988. The General 
Assembly appropriated $350,000 for the first year of the biennium 
and $350,000 for the second year, and instructed the Virginia 
Department of Corrections (DOC) "to initiate a pilot program for 
services to the juvenile and domestic relations district courts 
in Newport News, Hampton and surrounding jurisdictions." 
(FOOTNOTE 1) *. The General Assembly authorized DOC to contract 
with Associated Marine Institutes, Incorporated (AMI) "to provide 
such non-residential and other services as may appear 
reasonable." The General Assembly also requested that DOC submit 
progress reports on this initiative no later than November 1, 
1988 and November 1, 1989. 

Authority for Conduc~ing the Evaluation 

Language in the budget bill passed in the regular session of 
·the 1989 General Assembly states that DCJS " ••• shall conduct an 
evaluation of the cost effectiveness of the juvenile services 
program in Hampton, Newport News, and surrounding jurisdictions 
which is operated by Associated Marine Institutes, Incorp
orated." The legislators also requested that the evaluation 
report include, if appropriate, recommendations with respect to 
future funding, and that the report be presented to the Chairmen 

* Footnotes are listed in the section of the report prior 
to the Appendices. 
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of the Senate Finance and House Appropriations Committees by 
December 1, 1989 (FOOTNOTE 2). 

Rationale and Objectives of the Evaluation 

The General Assembly requested that DCJS evaluate PM! 
because the $700,000 appropriation marks a substantial 
commitment to a new program. The fact that this appropriation is 
in the form of a line item is also noteworthy. Very few 
treatment programs for juvenile offend~~s have been afforded such 
high budgetary status. In addition, the legislators recognized 
that DCJS is uniquely qualified to conduct such an evaluation. 
DCJS has staff trained to carry out program evaluations who, 
because they are not party to the AMI/DOC contract, would be able 
to maintain an appropriate degree of objectivity. 

The basic charge to DCJS is to evaluate the cost 
effectiveness of PMI and to make recommendations, if appropriate, 
about the future funding of the program. DCJS evaluation 
specialists derived the following evaluation objectives from this 
charge: 

1. to provide an accurate description of the program and its 
operation during its first year; 

2. to assess PMI's performance by providing information on 
the following questions: 

a. Has PMI fulfilled its contractual obligations with 
DOC? 

b. Has PMI served a unique and productive role in the 
Peninsula juvenile justice system? 

c. Has PMI operated in a cost effective manner? 

Previous Evaluations of AMI Programs 

Officials at AMI indicated that, to date, there has only 
been one other evaluation of AMI programs conducted by the staff 
of a state agency that contracts with AMI for juvenile 
services. The Planning and Information Section of the South 
Carolina Department of Youth Services conducted this evaluation 
after AMI had established and operated two institutes fo~ two 
full years. Titled A Preliminary Assessment of the Marine 
Institute Programs, the evaluation concluded that " ••• both 
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institutes produced a smaller percentage of recidivists than the 
(Department of South Carolina Department of Youth Services) 
correctional facility comparison group (FOOTNOTE 3).n Because 
the DCJS evaluation of PMI occurs so early in the operational 
history of PMI, the methods of the South Carolina study and its 
emphasis on student recidivism could not be replicated in the 
present evaluation. 

AMI evaluates the operation of each of its institutes 
annually. These evaluations are conducted by AMI Regional Office 
Directors and usually last four to five days. An AMI evaluation 
of PMI was conducted in August, 1989. The report from this 
evaluation is presented in Appendix B. 

Structure of the Report 

The evaluation report is structured in accordance with the 
above listing of the evaluation objectives and is organized under 
the following major headings: 

Organization and Resources 
Role in the Peninsula Juvenile Justice System 
Operational Philosophy and Procedures 
Methodology and Limitations of the Evaluation 
PMI Performance with Regard to the AMI/DOC Contract 
PMI Performance within the Peninsula Juvenile Justice System 
PMI Cost Effectiveness 
Other Findings of the Evaluation 

Efficacy of the Treatment Model 
Record Keeping 
Staff Compensation 
Staff Turnover and Burnout 
Judicial Involvement 
Academic Program Credibility 
Student Referral Process 
Lessons from the trip to South Carolina 
Serious Incident Reports 

Summary and Listing of Recommendations 
Footnotes 
Appendix 

The evaluation recommendations are numbered and set off 
within the text at the appropriate points of discussion. 
Information about specific aspects of PMI operations can be found 
by referring to the Table of Contents. 
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II. ORGANIZATION AND RESOURCES 

Organization 

PMI's organizational components consist of various liaison 
and support staff of Associated Marine Institutes, Inco (AMI) of 
Florida, the autonomous, eighteen-member PMI Board of Trustees, 
and the Executive Director and the eleven-member staff of PMI, 
Inc. of Virginia (see the organizational chart below). 

AMI officials negotiate the PMI contract with the Virginia 
Department of Corrections, provide PMI's managerial staff, staff 
training, and fiscal services for PMI, and supervise the overall 
operation of PMI through the AMI Board of Directors. More 
information about the role AMI plays in the operation of PMI is 
presented in the section on the PMI Budget. 

The local PMI Board of Trustees is composed of community 
leaders from jurisdictions served by PMI. Members include 
representatives from the area's business, real estate, 
construction and maritime industries as well as two judges from 
the Newport News juvenile and domestic relations court. Eight 
(8) Board members are from Newport News, six (6) are from 
Hampton, two (2) are from Williamsburg. One Board member resides 
in Richmond and one resides in Tampa, Florida. The latter member 
also sits on the AMI Board of Directors. The names of the 
current trustees are listed in Appendix A. 

AMI officials initially asked several people who were 
instrumental in the establishment of PMI to create a Board of 
Trustees. These people asked several other interested persons to 
join them and, from this enlarged group, a nominating committee 
was created. From this point on, trustees have been recruited by 
the nominating committee and appointed by vote of the full Board 
of Trustees. 

The PMI Board of Trustees meets every other month and has 
authority to remove PMI staff members, review and approve PMI 
policies and procedures, authorize bank deposits and payments, 
and approve PMI requests for private grant monies. Board 
business is directed by an Executive Committee. 

-5-



AMI OOARD AND LIAISON STAFF .- . 

t I 

Vl\N DRIllERS I 
I 

FIGURE 1 

PENINSULA MARINE INSTITUTE 
ORGAN I ZA'f ION QIART 

. 

PM! EXECUTIVE DIROCrOR I <--I PM! IllI\RD OF TRlSTEES 

I ADlINISTRATIVE ASSIS'DINT I 
\1/ 

PMI DlREX:TOR OPERATIONS 

I <pFBATI£m ~ I 
PM! INSmJC'lUR <llUNSELORS I I WMIIIIT'i ()}-{)H[)lNllTOR 

PMI S'iUDENTS 

~~~-~~~~~~~~~~~~-~~ 



PMI Staff 

During its first year, PMI operated with eight full-time and 
three part-time positions. PMI has a written job description for 
each position. The title and basic responsibilities of these 
positions are as follows: 

Executive Director: responsible for overall operations 
and administration; prepares budget; ser~es as financial 
officer; reviews all reports, records, forms, policies 
and procedures; acts as liaison to the Institute Board of 
Trustees; inspects physical condition of the Institute; 
directs activities of the Director of Operations, hires, 
evaluates, counsels and sets up training for Institute 
staff; conducts all public relations and fund raising. 

Director of Operations: responsible for daily 
programming; supervises program staff; handles all 
student disciplinary problems staff are unable to 
resolve; monitors student enrollment, orientation, files, 
counseling, graduation and awards; acts as liaison to 
DYS; in charge of student transportation, boat opera
tion, curriculum development, student and staff 
scheduling, and trip planning; maintains PMI facility, 
and is responsible for the preparation and dissemination 
of all nonbudget related reports. 

Administrative Assistant: reports to the Executive 
Director; sets up and maintains personnel files; handles 
payroll, insurance, and tax matters; pays bills; 
maintains boat program files, processes Deeds of Gifti 
assists the Executive Director by maintaining files, 
preparing memos and correspondence, updating the 
calendar, and returning phone calls. 

Operations Secretary (part-time): reports to the 
Director of Operations; records student enrollment and 
attendance; sets up student files; maintains student 
directorYi prepares the monthly AMI Operations Reporti 
prepares graduation and awards certificates; maintains 
termination records; orders office and program supplies. 

Five Instructor/Counselors - provide instruction in such 
areas as Seamanship, Scuba-Aquatics, Marine Science, 
Adult Basic, and Remedial Education: Assists students in 
the determination of attainable learning goals; evaluates 
student performance, maintains careful supervision of 
students; maintains and updates student records; as 
counselor, provides students with model of succes~ful 
personal adjustment by acting responnibly; exhibits 
genuine concern for the students; maintains advisee 
recordsi visits advisees' parents or guardians monthly; 
maintains daily point cards and course completion cards. 
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Two Van Drivers (part-time): drive students to and from 
PMI1 maintain first aid and CPR certification1 insure 
proper maintenance of the vanS1 maintain safety and 
supervision of PMI students~ 

Community Co-ordinator: provides follow-up sorvices for 
students who complete the program1 tracks all students 
discharged from the program for three years. Records the 
employment, address and recidivism of these students1 
assists graduates in maintaining full employment, serves 
as a student advisor. 

This position was first funded on July 1, 1989 with 
monies from the operating budget. The Executive Director plans 
to fund this position with money raised from local fund-raising 
events beginning July 1, 1990. 

Academic Tutors: provide assistance to the Adult Basic 
Education and Remedial Education instructors1 tutor 
individual students having difficulty with academic courses. 

The names of the current PMI staff members are listed in 
Appendix A. 

These unpaid positions were added during the first year 
in response to a request by the academic instructors. Recruited 
through newspaper advertisement, as many as nine tutors have been 
used to assist students in academic coursework. 

Staff Compensation 

The starting salaries, not including benefits, for the 
various PMI staff positions are as follows: 

Director of Operations: 

Diving/Aquatics Instructor: 

GED Prep., Adult Basic Ed., 
Marine Science Instructors: 

Seamanship Instructor: 

Community Co-ordinator: 

Administrative Assistant: 

Operations Secretary (PT): 

Two Van Drivers (PT): 
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Facilities and Equipment 

The main PMI facility is a concrete block building with a 
mustard-color brick facade. This former print shop has 
approximately 6S00 square feet and is located in an industrial 
section of downtown Newport News. Many of the buildings in the 
area are vacant or under utilized. The building sits on the 
corner of Warwick Boulevard and 30th Street. There is a fire 
station on one side (across 30th street) and an empty lot on the 
other. Across the street is an old highschool f'ootball stadium 
that is no longer used. A national guard unit is housed in 
buildings a few blocks from PMI and the unit Commander has . 
allowed PM! to use the unit's gymnasium. 

Since PMI occupied the building in July, 1988, it has 
undergone continual renovating. Both students and staff have 
applied their construction and painting skills to improve the 
layout of the building. Local contractors have donated 
electrical, plumbing and carpeting services. 

In August, 1989, AMI Regional Director David Powell 
evaluated of PMI and made the following observations with which 
the DCJS evaluators concur (FOOTNOTE 4). 

nThe main PMI building is in good condition and through 
the hard work of students and staff ••• has been renovated 
to provide a clean comfortable and adequate facility. 
The actual layout of the interior is workable, but 
provides certain problems regarding security and 
supervision. There is also a lack of adequate classroom 
space even though the square footage is available. The 
grounds consist of a concrete parking are~ and front 
sidewalk. This is the greatest drawback to this facility 
because of lack of parking space. PMI staff and students 
have done an excellent job in cleaning and painting the 
outside of the building and making it as attractive as 
possible." 

The layout of the PMI building is presented in Figure 2 on 
the next page. A copy of the entire evaluation report is 
presented in Appendix B. 
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The PMI fleet consists of a newly donated 3l-foot Bertram 
Sportfishing boat and two smaller sailboats. The two sailboats 
were also donated to the program but are considered unsuitable 
for program purposes. They will be sold and the proceeds used to 
help purchase a smaller outboard, some sunfish sailboats, and, 
possibly, some canoes. PMI vessels are docked in slips donated 
by a nearby marina. 

PMI's dive locker contains up to date scuba equipment, wet 
suits, fins, etc. 

PMI's office equipment includes a copy machine, a fax 
machine, two personal computers, a security alarm system and a 
telephone answering machine. 

PMI's classroom equipment includes eight (8) Apple IIc 
personal computers donated by the Warwick Lions Club. These 
computers, in conjunction with the appropriate interactive 
software, allow students to complete individualized learning 
programs. 

Operating Budget 

The General Assembly appropriated $350,000 for AMI services 
for each year of the 1988-1990 biennium. DOC sends these funds 
to AMI headquarters in Tampa, Flor.ida. AMI takes 20 percent of 
the money and provides PMI with the following services: 

central bookkeeping and accounting services; 

training: expense of operating the eight-day AMI College to 
train new staff, annual four-day staff conference where 
staff attend training work-shops, all travel expenses of 
trainees, etc.; 

quarterly meetings for Executive Directors and Directors of 
Operations, orientation trips to AMI headquarters for local 
Board members; 

assistance from central office personnel: contract 
negotiations, evaluation services, publicity, etc.; 

personnel benefits and insurance services. 

planning for special events such as the annual PMI Olympics~ 

A complete listing of AMI services is presented as Appendix 
C and the proposed operational budget for FY1989 is prese~ted in 
Appendix D. 
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PMI also receives money from the local school system. This 
occurs because local school officials register all PMI students 
as students of the Newport News ~chool system. The city of 
Newport News receives federal and state grant-in-aid funds based 
on the number of PMI students enrolled. The city keeps the funds 
received from the state but forwards the federal funds to PMI. 
The city forwarded $36,820 to PMI during FY 1989. It is expected 
t~at· this payment will be close to $40,000 in FY 1990. 

PMI has also benefited from an effective p~blic relations 
program. The Executive Director of PMI, Mr. David LeBlanc has 
presented the story of AMI and PMI to numerous civic, business 
and professional groups in the peninsula area. As a result, 
supplies and equipment valued at $13,000 and $16,304 in cash have 
been donated to PMI in the first year of operation. Among the 
equipment donated were 8 classroom computers and two printers 
valued at $8000, a color TV, camcorder and VCR from Circuit City, 
Inc. valued at $2,500, and a 1985 Dodge Van. 

PMI was voted the special project of the Mercury Central 
Kiwanis Club. Club officials have set specific fund raising 
goals for the program and have persuaded the Bennigan and Steak 
and Ale restaurants in the area to join them in sponsoring a golf 
tournament for the benefit of PM!. This tournament was held on 
October 29, 1989 and raised $1,150 for PMI • 
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III. CLIENTELE AND ROLE IN THE PENINSULA JUVENILE JUSTICE SYSTEM 

Service Area 

PMI serves juveniles who are residents of Newport News, 
Hampton, Williamsburg, Suffolk, York County, James City County, 
Gloucester County and Isle of Wight County. These jurisdictions 
fall within the boundaries of four (4) DOC District Court Service 
units. A total of 33 slots per six-month perioq is dictated by 
AMI and contract requirements. In order to ensure that each 
court service unit has placement slots in the program, DYS 
established the following allocation of slots: 

5th District (Suffoik/Isle of Wigh t) : 3 slots ( 9%) 

7th District (Newpor t News) : 14 slots (41% ) 

8th District (Hampton) 14 slots (41% ) 

9th District (Williamsburg, York, 
James City, Gloucester) 3 slots ( 9%) 

Although PMI uses this allocation system to prioritize 
referrals, the distribution of PMI enrollees to date indicates 
that Newport News has utilized a disproportionate number of the 
available slots (see Table 1). This imbalance is discussed in 
Section VII below. 
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TABLE 1 

Distribution of Juveniles Enrolled in PMI: 
August 16, 1988 to August 31, 1989 

Judicial Districts Total Enrolled (Percent) 

7th Newport News*: 48 (56%) 

8th Hampton: 22 (26%) 

9th York County/ 
Williamsburg: 9 (10%) 

5th Isle of Wight/ 
Suffolk: 7 (8%) 

Total: 86 100' 

* Figures do not include one student ~ho was enrolled twice and 
do not reflect a status of one student who committed suicide. 
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Client population Served 

AMI sponsors programs for the treatment of both serious and 
non-serious juvenile offenders. The most well-known AMI program 
for serious offenders is the Florida Environmental Institute 
(FEI). FEI is a residential program located near the Florida 
everglades. Because the terrain serves as a natural barrier to 
escape, FEI is able to treat serious offenders who pose a threat 
to the larger community. In contrast, PM! is set up as a non
res idential program exclus ively for ser ious offenders .who do· not 
pose a threat to the larger community. 

The DOC/AMI contract stipulates that the juveniles served 
" ••• have usually committed delinquent acts in the following 
areas: burglary, larceny, assault, robbery, unauthorized use of 
a vehicle, auto theft, violation of probation, possession of 
drugs, destruction of property, shoplifting, and forgery." 
While, this list includes less serious, Part 2 offenses, it 
should be noted that the concept "serious offender" also includes 
the chronic nature of a person's criminal behavior. Thus, the 
contract states that " ••• youth slated to attend this program will 
have exhausted all efforts by the probation staff and juvenile 
court to effect any documented behavior (FOOTNOTE 5)." 

The emphasis on serving serious offenders is also evident in 
the memorandum sent by Mr. Glenn Radcliffe, Chief of Operations 
of DOC's Division of Youth Services (DYS) , to inform juvenile 
probation counselors of the referral criteria to be used. 
Mr. Glenn wrote that "youth placed in this program should be 
serious offenders, at risk for commitment to the learning centers 
(FOOTNOTE 6)." Thus, juveniles admi~ted to PMI are warned by the 
Court that failure to complete the program will result in their 
being sent to a DOC learning center. 

A copy of the AMI/DOC contract is presented in Appendix E 
and the Radcliffe memo presented in Appendix if. 

If a probation counselor believes that one of the juveniles 
assigned to his or her caseload might be appropriate for 
placement to PMI, an interview is arranged with PMI staff. 
Ideally, the PMI Executive Director or Director of Operations, 
the Probation Counselor, the juvenile and the juvenile's parents 
are present at this interview. 

To qualify for admission, the juvenile must meet the 
criteria of being "at risk of commitment to a learning center" 
and must meet other cr iter ia that PMI off ic ials regard as 
critical to the success of their type of treatment program. For 
example, PMI will not accept: 
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youth with IQs lower than 70J 
pregnant females; 
youth who are mentally retarded; 
youth who are emotionally dysfunctional or suicidal; 
youth who are physically addicted to drugs or alcohol; 
youth in need of constant restraint; and 
youth who are physically handicapped. 

To assure that juveniles admitted to PMI meet the guidelines 
set forth in the Radcliffe memo and the AMI/DOC contract, a copy 
of the admissions paperwork is forwarded to Mr. David Piercy, 
Manager of State and Local Court Service Units of the Virginia 
Department of Corrections' Eastern Region. Mr. Piercy makes sure 
that the age and offense history of each admitted student falls 
within the guidelines. He also monitors the progress of PMI 
students as they advance through the program. 

Number of Juvenile Offenders to be Served 

The DOC/AMI contract stipulates that DYS " ••• will supply 
the contractor, through court order, approximately Sixty (60) 
students during the course of the year (FOOTNOTE 7).n Language 
in the DOC progress report of November, 1988, however, suggests 
that the money provided should permit PM! to serve seventy-two 
(72) to eighty (80) juveniles per year (FOOTNOTE 8). Both 
estimates assume that the average enrollment period' for a PMI 
student will be six months. PMI's Executive Director 
acknowledged that AMI expected him to serve 66 students a year 
but that his personal goal was to de~elop the program to the 
point of serving 70 or 80 juveniles. 

Role in the Peninsula Juvenile Justice System 

The establishment of PMI gave probation counselors and 
judges a new, day-treatment option for the treatment of serious 
juvenile offenders. Except for a few partial-hospitalization 
programs that deal with specific emotional or behavioral 
disorders on an out-patient basis, there are no other non
residential programs on the Peninsula that provide daily, face
to-face supervision of juveniles. 

Juveniles are ordered to attend PMI by eight juug&6 who sit 
on the Juvenile and Domestic Relations District Courts serving 
the jurisdictions of PMI's service area. Once a juvenile from 
one of these jurisdictions has been adjudicated not innocent of a 
serious crime, these judges must choose one of the following 
sentencing options: 
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1. order the juvenile to seek treatment, such as drug abuse 
or psychiatric counseling, from a ~tate or community 
agency; 

2. place the juvenile on probation and order him/her to pay 
a fine, pay the victim restitution, or perform community 
service; 

3. place the juvenile ~n probation and attach conditions 
designed to keep him or he~ under strict supervision. 

On any given day, between 85 and 90 percent of all PMI 
students live at home and attend PMI as a condition of probation. 

4. place the juvenile on probation and order him/her to the 
POST DISPOSITIONAL GROUP HOME in Williamsburg. 

The only post-dispositional group home in the Peninsula area 
is CROSSROADS in Williamsburg. Crossroads is a residential 
facility with 12 beds. Juveniles are kept under close supervi
sion but are not confined by use of fences or other physical 
barriers. Several juveniles have been ordered to reside at 
Crossroads while attending PMI. 

5. place the juvenile on probation and order him/her into a 
"286" SPECIAL PLACEMENT PROGRAM. 

The "286" Special Placements Program was established with 
the enactment of Section 16.1-286, Code of Virginia, which became 
operational on July 1, 1976. Its purpose was to provide treat
ment for juvenile offenders of a type not previously available at 
DOC learning centers. 

Most' "286" programs are long-terms programs designed to 
treat specific behavioral or emotional dysfunctions. They 
include both residential and non-residential programs. 

Some of the "286" day-treatment programs are called "partial 
hospitalization" programs. They sometimes accept referrals from 
the courts yet differ from PMI in that they take a clinical 
approach to treatment. These programs usually specialize in the 
treatment of such problems as severe depr.ession, drug dependency, 
lea~ning disability, mental retardation, sexual deviancy, 'etc., 
Juveniles are usually under the care of doctors and other health 
care professionals. 
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Most "286" programs are located outside of the Hampton
Newport News area. In addition, there is usually a waiting 
period of several months before a juvenile can be placed in a 
"286" program. In FY 1989, there were twenty-nine (29) 
residential and twenty-four (24) non-residential placements in 
"286" programs from the jurisdictions served by PMI. 

6. order the juvenile confined to the NEWPORT NEWS DETENTION 
HOME. 

The secure detention facility for the cities of Hampton and 
Newport News is the Newport News Detention Home. It consists of 
a new wing designed to house 18 juveniles and an older wing 
designed to hold 21 juveniles. During PMI's first year of 
operation, the older wing was being refurbished and the newer 
wing was often overcrowded; sometimes housing as many as 40 
juveniles. When the facility is overcrowded, the judge may elect 
to transport the juvenile to a less crowed detention home in the 
area. 

If the juvenile has not been found guilty of a delinquent 
act during the preceding ~months, he or she may be confined for 
a period not to exceed 30 days. If the juvenile has been found 
delinquent in the past year, he or she may be confined for up to 
six months. 

Juveniles placed in secure detention for more than thirty 
days must have a treatment plan. This plan may involve 
enrollment at PMI. On any given day, between 5 and 10 percent of 
all PMI students are living at the Newport News Detention Home. 

If the juvenile displays good behavior while in secure 
detention, he or she may be allowed to serve out the remaining 
portion of his/her sentence in "less secure detention." In this 
circumstance, the juvenile would be transferred to the 
HAMPTON/NEWPORT NEWS LESS SECURE DETENTION facility in Hampton, 
virginia. This facility has twelve (12) beds and operates as a 
group home except for the fact that the juveniles are fenced 
in. Juveniles in less secure detention are allowed to attend 
school or PMI if so ordered. 

7. Order the juvenile committed to a DOC Learning Center 

Commitment to a DOC Learning Center is considered to be the 
most severe sentencing option and, for some juvenile justice 
professionals, an indication that rehabilitation is no longer 
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possible. Several judges, however, have referred juveniles to 
PMI who have been previously committed to a learning center. For 
these juven~les, PM! provides one more opportunity to learn the 
value of discipline and develop a sense of self-worth. 
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IV. OPERATIONAL PHILOSOPHY AND PROCEDURES 

Method of Treatment 

AMI staff attempt to achieve three primary goals through 
their programs for delinquent juveniles: 

to r~duce or eliminate recidivism~ 

to increase vocational skills; and 

to increase academic skills. 

The method by which these goals are pursued is not described 
at any length in program literature. Staff at PMI and two 
marine institutes in South Carolina (Charleston Marine Institute 
and Midlands Marine Institute located in Columbia) said, however, 
that they attempt to apply exper.iential learning techniques along 
with the precepts of "reality therapy." 

PMI offers juveniles the opportunity to sail, swim, skin 
dive, scuba dive, navigate, operate, r~pair and maintain boats, 
learn first aid and CPR, etc. The maritime activities are the 
hook by which juveniles get caught up in the program. At the 
same time they provide substance for experiential learning. 

Reality therapy is a method of behavior modification 
developed, in part, by William Glasser. The precepts of this 
method are described in a handout used in an AMI staff-training 
course. They are summarized in the paragraphs below. 

The objective of reality therapy is to get the client to 
examine his or her behavior and determine if such behavior 
contributes to fulfilling his or her needs. It assumes that each 
person has a need to be loved and a need to feel worthwhile. 
Furthermore, the only way to attain love and a sense of being 
worthwhile is to maintain a satisfactory standard of behavior. 
The maintenance of satisfactory behavior requires, in turn, that 
the juvenile accept responsibility for his or her behavior and 
that he or she develop the discipline necessary to control this 
behavior. . 

It is the job of each PMI staffperson, therefore, to teach 
discipline. This is done by motivating each PMI student to 
continually evaluate his or her behavior on the basis of whether 

it contributes to the goals of being loved and being held 
worthy. It is also done by modeling responsible behavior. To be 
successful, the staff person's must have the ability to become 
involved with the student to the point that the student trusts or 
believes in the staff person's idea of reality. 
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The staffperson must reject the student's unrealistic (unaccept
able) behavior while accepting the studer.t and maintaining his or 
her involvement with the student. If possible, the staffperson 
helps the student learn better ways to fulfill his needs within 
the confines of reality. 

Because reality therapy requires specific interpersonal 
skills, AMI officials argue that staff should be chosen not only 
on the basis of their academic credentials, but on their ability 
to serve as role models and their ability to relate to PMI 
students. 

Two other aspects of PMI's method of treatment are the staff 
ratio that is maintained and the emphasis on family involvement. 
PMI prides itself on maintaining a 7 to 1 student to staff 
ratio. According to AMI literature, this ratio " .•• permits a 
curriculum individually designed for each student" and 
"allows personalized counseling to occur." 

Family involvement is mentioned in the program description 
of the PMI/DOC contract. It states that "(p)arental involvement 
is accomplished through verbal contacts and family counseling." 
PMI instructor/counselors attempt to meet with or phone the 
parents or guardians of their advisees each month. Though staff 
emphasized family relationships in their discussion of various 
-students, there was no mention of any family counseling in the 
clinical or therapeutic sense of the phrase. 

Graduation Requirements 

The precepts of reality therapy are applied as PMI staff 
guide students in their attempt to meet PMI's requirements Eor 
graduation. Ideally, a PMI student will conduct him or herself 
in such a way as to advance through five stages, each of which 
requires a higher degree of discipline and acceptance of 
responsibility. These stages or ranks (Sea Dog, Swabby, Seaman, 
First Mate, and Captain) and their specific requirements· are 
described in the PMI Point Explanation Sheet included in the 
Appendix G. When a student requests and is granted permission to 
graduate, a graduation day is scheduled. Graduation exercises 
are held on the first Friday of the month 

Students are awarded points for observing PMI rules of 
behavior, completing tests and classes, performing community 
service, and Eor perfect attendance over the course of a week, 
month, etc. Aside from needing a certain number to graduate, the 
points a student earns either qualifies or disqualifies him or 
her from the privilege of participating in a special events or 
recreational activities. 
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In order to graduate, a PMI stude~t must: 

1. obtain a General Education Diploma or complete the 
Exit Test of Adult Basic Education with an average 
2.5 grade level increase; 

2. earn at least 64 PMI academic credit hours; 

3. achieve the rank of First Mate; 

4. arrange a definite placement prior to graduation (re
entrance into school, job, military acceptance, jobs 
corps, etc.); 

5. behave at home, school and in the community in a 
manner that meets or exceeds the standards of the 
PMI's Director of Operations, Executive Director, and 
Staff; 

6. perform 15 to 25 hours of community service; 

7. earn 4,500 points for responsible behavior; and, 

8. earn 28 course completion cards. 

Weekly and Daily Regimen 

PMI attempts to provide a struct~red, predictable environ-
ment. Instruction is organized so that half of the student's 

time is spent in a classroom situation and the other half is 
spent in the field with actual "hands-on" learning experiences. 
From Honday through Thursday, students are assigned to classes 
from a curriculum of marine and earth sciences, seamanship, 
diving, aquatics, physical education, academic and vocati;nal 
education. The day is ordered as follows: 

8:30 a.m. Students meet with their assigned advisprs; 

9:00 a.m. General Meeting of All Staff and Students; 

9:15 a.m. First Class Period; 

10:30 a.m. Second Class Period; 

11:45 a.m. Lunch 

12:30 a.m. Third Class Period; 
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1:45 p.m. Fourth Class Period; 

3:00 p.m. Students meet with their assigned advisors; 

3:30 p.m. General Meeting of All Staff and Students 

3:45 p.m. Students depart on PMI vans 

The above daily regimen is an ideal. The evaluation team 
observed PMI activities during 14 trips to PMI and rarely did 
cJ.asses or meetings occur in clockwork fashion. The fact that 
many classes are held outside the PMI building, e.g. at either of 
two YMCA pools, a nearby National Guard gymnasium, the marina 
where the boats were docked, etc., makes strict adherence to the 
class schedule impossible. 

Fridays are special events or recreational days at PMI. 
Although Fridays begin and end in much the same fashion as the 
other days of the week, It is on Friday that graduation exer
cise are held, sailing, fishing, or diving excursions are made, 
and special recreational or reward events are scheduled. The 
excursions and events serve as added incentive for students to 
behave responsibly. Students who have not earned enough points 
to qualify for participation in one of the excursions or events 
must stay at the ?MI building and perform maintenance tasks. 

Staff meetings are held Monday, Tuesday, Wednesday and 
Thursday of each week. Student behavior is discussed in the 
Tuesday and Thursday meetings; the latter meeting serving as the 
basis of the behavioral updates that are to be placed in each 
student's folder each week. At the ~hursday meeting, the staff 
convenes as a "review board" and considers student requests to be 
promoted, graduated, etc. 

Course Curriculum 

The courses offered by PMI can be roughly categorized as 
either academic or marine-related courses~ There are two general 
academic courses, G.E.D. preparation and Adult Basic Education. 
The first is designed to help older students earn their General 
Education Diploma and the second is for students in need of 
remedial education or students who simply need to maintain normal 
progress so they won't fall behind their classmates. There are 
four general courses that are marine-related; marine science, 
aquatics, diving, and seamanship. 

The general courses are made up of sub-u~its or sub-courses 
that focus on specific topics. The following is an abbreviated 
listing of these courses: 
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ACADEMIC COURSES 

Adult Basic Education 
Reading 
Mathematics 
Life Skills 
Language 

G.E.D. Preparation 
Science 
Social Studies 
Biology 
Math 
Language 

MARINE-RELATED COURSES 

Marine Science I 
Marshes 
Aquariums 
Marine Identification 

Marine Science II 
. Fishing/Marriculture 

Beaches/Oceans 

Aquatics 

Diving 

Swimming 
Life Saving 
C.P.R. 

Skin Diving 
Scuba Diving 
Underwater Hunting 

Seamanship I 
Sailing 
Boat Maintenance 
Navigation 

Seamanship II 
Advanced Sailing 
AdvanL~d Navigation 
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In addition, students may be assigned to courses such as 
Physical Education Activities, Camping, Health and Nutrition, and 
Computers as they can be worked into the curriculum. A two-week, 
PMI orientation course has also been created. 

VOCATIONAL COURSES 

To date, no courses have been offered that are purely 
vocational. PMI students can graduate as certified scuba divers 
or life savers, however, and may obtain a working knowledge of 
first aid, navigation, boat maintenance, seamanship, etc •• Thus, 
vocational skills of use to the local maritime-related industries 
are being taught. 

Course Scheduling 

The scheduling of courses is complicated by a number of 
factors. First, PMI admits an average of seven students per 
month and must work these students into on-going courses. 

Second, tpe courses offered require different lengths of time 
to instruct. The dive class, for ,example, is scheduled for four 
weeks though poor diving conditions may extend it indefinitely. 
One instructor said that the scheduling of academic classwork is 
often effected by the dive schedule. 

The academic courses are all scheduled on an individualized 
basis with no set time for completio'n. Each student works at 
his/her specific level of language, math or reading proficiency, 
and each works on his/her unique learning objectives. These 
classes are restricted somewhat by the fact that there are only 
four computers in each classroom. 

Most marine-related courses are scheduled for two week 
periods. Many units of these classes involve fishing, sailing, 
diving, identification of marine species. etc. and are effected 
by poor weather conditions. 

Third, the scheduling of swimming and physical education 
classes are effected by the availability of pool time at local 
YMCAs or access to the National Guard gymnasium. If the National 
Guard Armory is being used for a Red Cross blood drive, for 
example, the basketball classes cannot be held. 

Fourth, because PMI enrolls a relatively small number of 
students, some courses are offered only when a certain number of 
students have not as yet taken them. This especially true'for 
courses such as First Aide and C.P.R. 
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Fifth, PMI has experienced a good deal of instructor turnover 
since it first began enrolling students. There have been three 
different seamanship instructors, two different divE instructors, 
and three different persons in one of the academic instructor 
positions. The four to five week periods needed to fill the dive 
instructor and seamanship instructor vacancies disrupted the 
normal scheduling of courses. 

The Director of Operations has delegated the responsibility 
of scheduling courses to one of the instructor/c.ounselors. The 
schedule of classes for the following week is developed at the 
Thursday staff meeting. At this meeting, the staff discusses the 
manpower that will be available, the progress of the various 
classes in progress, and the students who are in need of certain 
classes. Students are assigned to the next week's classes during 
this meeting. The students learn of their daily schedule or 
class assignment at the morning meeting of any given day. 

Student Records 

PMI has approximately 30 different forms on which it records 
information about students. Twenty-four of these forms are 
placed in each student's file; usually referred to as the 
advisee's folder. Listed below are the titles and description of 
these forms. If the form requires a signature, the following key 
is used to identify whose signature or signatures are required: 

S 
p 
A 
W 
DO 

= 
= 
= 
= 
= 

student 
parents 
advisor (instructor or community co-ordinator) 
witness 
Director of Operations 

CASE TREATMENT FORMS 

Student Enrollment Application (DO) 

Case Treatment Plan: 
A three page form filled out by the student's advisor. It 
describes the strengths and weaknesses of a student's 
family or home situation, behavioral pattern, medical 
condition, educational record, pre-vocational or 
employment training history and avocational habits. 
(S,A,DO) . 
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Case Treatment Plan/Safeguarding Information: 
Signed pledge that PMI will not reveal information in a 
student's case treatment plan without first obtaining the 
student's consent. (S,W,DO) 

PMI RULES 

Student Contract: 
Student a~knowledges that release from the program depends 
on his/her completion of graduation requirements, 
achieving his/her personal goals, and obeying all program 
rules •• e (S,A,DO) 

Goals of Placement: 
PMI's responsibility to the student described. (S,A,DO) 

PMI Permanent Student Contract: 
Student agrees to basic rules of attendance: no fighting, 
no carrying a weapon, no drugs, etc ••• (S,W,DO) 

Parent/Student Statement of Understanding Regarding 
AMI Search Policy ••• (S~P,W,DO) 

Rules on Bus (S,A,DO) 
Rules and Regulations (S,A,DO) *duplicative* 
PMI Rules and Regulations (S,P,DO) *duplicative* 
PMI Pool Guidelines •• ; (S,A,DO) 

Evaluation Results: 
Records stu~ent's progress in basic swim class 

Transportation Acknowledgment: 
Student and parents agree that student will be at a 
certain location at a certain time for pick up by the PMI 
van. (S,P) 

STUDENT PERFORMANCE FORMS 

Performance Objectives: 

I 
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Advisor lists personal student goals, how the program will I 
help the student achieve these goals, the method of 
measuring the student's progress toward these goals, and 
the short term steps the student will make in attempting 
to achieve these goals. (S,A,DO) I 

I 
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Monthly Progress Report:· 
States four goals that the student has been working on and 
his/her progress toward these goals. Also lists strong 
points, areas of concern, and any new goal for next 
month. This report is sent to the parent for signature. 
Upon return to PMI a copy is sent back to the parent and 
to the student's probation counselor ••• (A,P,DO) 

General Behavioral Update: 
Describes students behavior at a particu~ar time to be 
filled out how often (A) 

Home Visit Record: 
Records basic discussion in monthly meeting between a 
student's parents and his/her PMI advisor. 

Community Service: 
Records the date, the type of project, and the number of 
hours performed by the student 

PARENTAL AGREEMENT FORMS 

Medical Questionnaire 

Medical Treatment Authorization ••• (P,W) 

Marine Institute Release Form: 
Parental permission for son Or daughter's participation in 
normal academic, vocational, aquatic, diving, seamanship, 
activities. Releases PMI from accident liability. Also 
allows PMI to photographi interview, film, etc. students 
for publicity purposes ••. (P,W) 

Parental Agreement to Notify PMI of Absence ••• (P,DO) 

AWARDS AND DISCHARGE INFORMATION FORMS 

Student Termination: 
Records the date and reason a student is discharged from 
the program (e.g. graduation, runaway, lack of attendance, 
new law violation, etc.) and any known information about 
his/her whereabouts ..• (DO) 

Exit Interview: 
Records names and addresses of people who will kno~ the 
student's whereabouts following the student's discharge 
from PMI. Also records student plans following discharge. 
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Graduation Plan: 
Notifies student that his/her graduation will occur soon 
and that he/she must have a plan stating what he/she will 
be do following graduation ••• (A,DO) 

PMI Official Transcript 
Records the hours in class, hours earned, and grades 
obtained in various basic skills, science, and vocational 
classes. Also records any change in grade level 
achievement as measured pre and post testing on 
standardized Test of Adult Basic Education (TAB E) 
achievement tests 

Perfect Attendance Day Award 
Students are awarded a day off from PMI if they attend PMI 
for four weeks with no absences ••• (S,A,P,DO) 

A student's file or advisee folder also contains a DYS 
"social history" outlining the student's contact with the court 
system and any reports from institutions or treatment programs 
that the juvenile has been enrolled in previously. It may also 
contain a serious incident report if the student has acted out in 
some extreme manner and any "contracts" written on the student. 
A "contract" is written when a student has violated a PMI rule, 
or rule of detention, probation, etc. It puts the student on 
notice that further behavior of this sort will lead to 
unfavorable termination from the program. All contracts are 
signed by the Director of Operations and the student. 

Student Transportation 

PMI uses two IS-person vans to provide transportation for its 
students. One van picks up students from Williamsburg, York 
County and the Western end of Newport News. The other van picks 
up students from Hampton, the East end of Newport News, and the 
Newport News Detention Home. As yet, the requests for admission 
from Suffolk City and Isle of Wight County have not warranted the 
creation of a separate van route for these jurisdictions. 
Students and probation counselors from these areas must arrange 
transportation as best they can. In one or two cases, a juvenile 
has been placed at the Crossroads Youth Home in Williamsburg 
where he/she has access to PMI van transportation. 
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V. METHODOLOGY AND LIMITATIONS OF THE EVALUATION 

Methodology 

In brief, the evaluation involved the following: 

o fourteen trips to Newport News in order to observe PMI 
classes and graduation ceremonies and to review PMI 
administrative and record-keeping practices; 

o a two day trip to South Carolina to observe two other 
day-treatment programs operated by AMI; 

o 

o 

o 

o 

o 

o 

telephone inte~views with 22 probation counselors or 
supervisors from the local District Court Service 
Units, and the four Juvenile and Domestic Relations 
judges serving the Fifth and Seventh judicial 
districts. 

informal conversations with various officials of DOC 
and AMI, and with the directors or staff of nine other 
Peninsula area treatment programs for juvenile 
offenders. 

face to face, formal interviews with the Executive 
Director, Director of Operations, and Instructor
Counselors of the PMI staff, the four juvenile and 
domestic relations judges serving the cities and 
Hampton and Newport News and the Chief of Operations 
of DOC's Division of Youth Services. 

a detailed examination of student records of all 
students discharged from PMI as of August 31, 1989. 
This examination involved the collection of 
demographic and criminal history information. 

review of a stratified, random sample of student files 
to assess the completeness of PMI record keeping 

analysis of the offense histories of students 
discharged from PM!, by demographic characteristics 
and jurisdiction. 

The questions created to solicit information about PMI from 
the probation 6ounselors, judges, and PMI staff are presented in 
Appendtces H through L. 

No formal interviews were conducted with PMI students. The 
two-person evaluation team spent approximately 160 hours at the 
PMI building and had many conversations and discussions with PMI 
students. Nearly every student expressed the opinion that they 
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were glad they had the opportunity to attend PMI. Because the 
program was still evolving in terms of material resources, staff 
experience, operational procedures, etc., students' opinions 
about program operations were not deemed appropriate at this 
point in the operational history of the program 

Limitations of the Evaluation 

NEWNESS OF THE PROGRAM 

The following sections of the report constitute the findings 
of the evaluation, that is, assessments of PMI's performance with 
respect to contract requirements, the expectations of juvenile 
justice practitioners, and various standards of operational 
efficiency. When reading these assessments and recommendations 
the reader should be aware that PMI has been enrolling students 
only since August 16, 1988. In the ensuing months PMI staff 
continued to renovate the PMI building, obtain better equipment 
and materials, and improve their operational proficiency. 

Some of the observations and deficiencies noted by the 
evaluators, therefore, are normal inefficiencies expected of any 
new program and staff. Some deficiencies noted in the early part 
of the evaluation (June, 1989) have been corrected, or were being 
corrected, at the end of the evaluation period (September, 
1989). The reader is encouraged to read the evaluation and 
recommendations of AMI Regional Director, Mr. Davis E. Powell, in 
Appendix B. Mr. Powell conducted a week-long evaluation of PMI 
in August, 1989. 

IMPOSSIBILITY OF ASSESSING PROGRAM IMPACT ON RECIDIVISM 

Because the DCJS evaluation was conducted during the first 
year of PMI operation, it was not possible to assess the 
program's impact with respect to the goal of reducing 
recidivism. On September 1, 1989, PMI had graduated only 17 
students. PMI discharged another 29 students because they were 
charged with new law violations, failed to attend, or continually 
misbehaved. Five others were discharged under "favorable" 
circumstances short of graduation. 

Except for one graduate who recidivated and is now confined 
at a DOC learning center, the graduates have not been charged 
with any new law violations. Since July 1, 1989, the PMI 
Community Co-ordinator has been trying to track all 51 students 
who have been discharged. The follow-up data is, as yet, 
incomplete. At some time in the future, DYS should assess the 
validity and reliability of PMI follow-up data. 
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Some deficiencies noted by DCJS evaluators appear related to 
the operational policies of PMI and DYS or to the particula.r 
circumstances of the juvenile justice system of the Peninsula 
area of Virginia. When this is the case, the policies and 
circumstances are identified and discussed. 

DEFINING PMI's FIRST YEAR OF OPERATION 

Many of the s tat is tics presented in th is rep'or t are based on 
the period from July 1, 1988 to September 1, 1989. This fourteen 
month period is considered by DCJS evaluators as PMI's first year 
of operation. It includes the one and one-half months that the 
PMI Executive Director was renovating the PMI building, obtaining 
equipment and supplies, and completing the hiring of staff. It 
also includes the last date the evaluators were able to obtain 
program data prior to preparing the analyses presented in this 
report. 

RECOMMENDATIONS 

The new virginia Department of Youth Services (DYS) will take 
over the contract negotiation and monitoring responsibilities 
spelled out in the original AMI/DOC contract on July 1, 1990. 
Thus even though this contract created responsibilities for DOC 
officials, it is incumbent upon DYS officials to respond to the 
recommendations of this evaluation. 
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VI. PMI's PERFORMANCE WITH REGARD TO THE AMI/DOC CONTRACT 

Eleven Tasks Required by the Contract 

Before" assessing PMI's performance with regard to its 
contribution to the Peninsula juvenile justice system, cost 
effectiveness, and operational efficiency, it is imperative that 
its performance with respect to its obligations under the DOC/AMI 
contract be examined. In order to be in compliance with the 
AMI/DOC contract, there were nine (9) specific tasks that PMI 
staff were to perform on their own and two (2) tasks that PMI or 
AMI officials were to perform in conjunction with DOC personnel. 
The evaluators found that, during its first year of operation, 
PMI staff performed five tasks fully and four tasks partially. 
One task could not be assessed at the time of the evaluation and 
one task was not performed at all. 

In the following section, the required tasks are described 
and the findings of the evaluation presented. The tasks are 
presented in the order found in the AMI/DOC contract. 

TASK 1: to "instruct ••• youth in the areas of job attainment 
skills, vocational education, and ••• (provide) ••••• 
individualized counseling ••• " (Section 2.1.1) 

FINDING: PMI performed this task only partially. 

PMI offers classes on preparing job resumes, how to behave 
when being interviewed for a job, and the specific requirements 
and expectations of the workplace. As noted earlier, however, 
PMI does not offer vocational classes per see PMI students do 
learn vocational skills in some of the marine-related courses 
(navigation, boat maintenance, and fishing, etc.) and may become 
certified as scuba divers or skin divers. There are no courses 
at present, however, that are taught by persons certified as 
vocational instructors. 

·RECOMMENDATION 1: DYS should clarify its expectations of PMI 
regarding vocational instruction and inform the PMI Executive 
Director. These expectations should be clearly expressed in the 
next DYS/AMI contract. At minimum, PMI should be required to 
offer two or three courses in which students may attain minimal 
certification in skills useful to the local economy. This 
requirement relates directly to RECOMMENDATION 5B presented 
below. 
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FINDING; PMI provides "individualized counseling" only in 
the most informal manner. Only one of the staff has college 
training in a discipline related to counseling (psychology). 
Instructor /counselors receive instruction in counseling at AMI 
College, the initial, eight-day training regimen provided all new 
staff, and at workshops given at staff conferences. These 
instructor/counselors do not conduct group or personalized 
counseling, however, in any clinical or therapeutic sense. At 
best, they meet with students individually to discuss behavior 
and to impart and reinforce the principles of reality therapy. 
In fairness to PMI, there is nothing in the contract or original 
program proposals that specifies the type of counseling they are 
expected to provide. 

RECOMMENDATION 2: DYS staff should evaluate PMI's treatment 
strategy and assess the appropriateness of PMI's current method 
of counseling students. If DYS decides that individualized 
counseling should be a stronger component of PMI's treatment 
model, this expectation should be communicated during contract 
negotiations. At minimum, PMI advisors should be apprised as to 
the private and public counseling services that might be of 
service to PMI students. 

TASK 2: to "prevent further delinquent behavior and promote a 
positive community adjustment for a youth with a prior 
history of delinquency." (Attachment A) 

FINDING: It is too early in PMI operational histoEY to 
assess PMI's performance on t~is required task. 

As of September 1, 1989, only 17 students had graduated from 
PMI. The average length of time between graduation day and 
September 1, 1989 for these graduates was 99 days. In September, 
PMI reported that, in all but one instance, these students have 
maintained employment, gained entry into the armed services, or 
re-entered school. 

AMI has an elaborate system of program follow-up. AMI and 
PMI staff attempt to track all students discharged from the' 
program for 36 months. This includes graduates and non
graduates. Follow-up information is being gathered by PMI's 
Community Co-ordinator and by the PMI Operations Secretary. AMI 
has developed special software to insure that individual programs 
use the same format when reporting follow-up information and 
statistics. 

RECOMMENDATION 3: DYS should assess the validity and 
reliability of the follow up information collected by PMI. DYS 
and AMI officials should be in agreement about the definition of 
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the term "recidivism" and the methods used to measure this 
concept. Follow-up information, especially statistics on PMI 
student recidivism, should be reported to DYS on a regular basis 
in a format acceptable to DYS. 

TASK 3: to serve "approximately sixty (60) students during 
the course of the year." (Section 2.2) 

FINDING~ PMI has filled its contractual obligation with 
respect to enrollment. 

The assumption underlying this requirement is that PMI 
enrollment would average 30 students per month and that each 
student would be enrolled for six months. As Table 2 indicates 
(see next page), between August 16, 1988 and September 1, 1989, 
PMI enrolled 87 students. Enrollment reached the AMI/DOC 
contract level of 30 students in December, 1988. PMI has 
maintained an average enrollment of 31 students ever since. 

The average length of enrollment for the 17 students who 
graduated during this period was 190 days, 10 days more than the 
length anticipated in the DOC/AMI contract. The average length 
of enrollment of those students unfavorably discharged was 92 
days (N=29). PMI enrolled an average of seven (7) new students 
per month during its first year of operation. 

TASK 4: "maintain an overall ratio of one counselor/
instructor for each seven clients" (Attachment A) 

FINDING: PMI fulfilled this task only partially during its 
first year of operation. 

This was due mainly to a high rate of staff turnover, the 
fact that there were many occasions when instructor/counselors 
were not in direct supervision of students, and because the 
initial layout of the PMI facility impeded line of sight 
observation of students. 

Assessment of the instructor/student ratio was complicated by 
the fact that detailed information about attendance, as opposed 
to enrollment, is not readily available. Attendance information 
is collected by the PMI Operations Secretary but, for some 
reason, is not reported to DYS. Each month, the Operations 
Secretary sends enrollment and discharge data, student 
demographic information, the average monthly attendance 
(expressed as a percentage), and the current status of each 
student to Mr. David Piercy, Manager of State and Local Court 
Service Units for DOC's Eastern Region. Though substantial, this 
is not enough information to determine the number of students who 
actually attend PMI on a daily basis. . 
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Month 

August 

September 

OCtober 

November 

December 

January 

February 

March 

April 

May 

June 

July 

August 

'IDTAL: 

'I2illLE 2 

Number of Juveniles Enrolled and Discharged by Month, 
and Number of Juveniles Enrolled on the Last Day 

of each l'olon th : 
August 16, 1989 to August 31, 1989 

Number 
Enrolled at 

Enrolled Discharged End of Month 

6 0 66 

10 0 16 

9 0 25 

10 4 31 

2 2 31 

5 3 33 

6 6 33 

6 11 28 

5 4 29 

7 4 32 

8 8 31a 

5 5 31 

8 4 34 

87b SIb 

a Enrollment drops because a student conunitted suicide while in the 
Newport News Detention Horne. 

b Figures include one student who was enrolled twice and discharged 
twice. 
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Aside from.the number of juveniles enrolled or discharged 
each month, the number of students in attendance on any given day 
depends on the reasons why ~tudents may be absent. Students may 
not attend because they are sick, are being held in detention, 
have runaway, or have been awarded the day off because of perfect 
attendance (see the discussion on pages 61 and 62). The numbers 
of students in these statuses are not reported to DYS. 

Students in these various statuses are also not considered in 
AMI's calculation of "average daily attendance." AMI reports 
attendance only in the form of a percentage •. For example, in the 
July, 1989 AMI Operations Report, PMI is credited with having an 
"average daily attendance" of 95.5% for fiscal year 1988-89. 

RECOMMENDATION 4: DYS should require PMI to report monthly 
attendance data in a format that accounts for the whereabouts of 
all enrollees. At minimum, DYS should be informed as to the 
average daily attendance (reported as a number and not as a 
percentage) for the month, and the number of days enrollees were 
absent due to sickness, detention, runaway status, or because 
they were awarded a day-off. The actual days of attendance of 
discharged students (unfavorably, favorably but short of 
graduation, or graduated) should be reported. DYS should also 
reque~t the range of daily attendance for any given month. 

The four instructor/counselors interviewed during the 
evaluation indicated that there were many days and times in the 
course their employment that the ratio of supervisory starf to 
students was higher than 7 to 1. The main reasons cited were 
fluctuations in enrollment and attendance, turnover of staff, 
absence of staff because of training, illness, court appearancEs, 
etc. and the initially poor design of the PMI facility. 

Between August, 1988 and September 1989, the five instructor
counselor positions were filled by 10 persons. There were three 
Seamanship instructors, two Diving instructors, and four G.E.D. 
preparation or Adult Basic Education instructors. Although it 
was relatively easy to replace the academic instructors, there 
were several four or five week periods when no Diving or 
Seamanship instructor was on staff. It was during these periods 
that the staff/student ratio was greater than 7 to 1. If one of 
the other four staff was sick, attending an AMI conference or 
training session, or out of the building for some other reason, 
the ratio was even greater. 

RECOMMENDATION 5: (A) PMI should hire at least one more 
instructor/counselor on a full time basis. This position should be 
funded by grant monies or from locally generated contributions. 
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The relatively low pay of PMI instructor/counselors, and the 
demanding nature of their job is likely to make staff turnover a 
continual problem. This will be especially true for the 
Seamanship and Diving instructor positions, as these require 
relatively unique skills and training and occupants are likely to 
have more employment options to consider. The additional 
instructor/counselor would allow the other instructor/counselors 
to attend training sessions and take vacation days without 
feeling that they are increasing the supervisory responsibilities 
of their colleagues to an excessive degree. The addition of at 
least one more instructor/ counselor was also recommended in the 
AMI evaluation of PMI (see Appendix B). 

(B) The additional instructor should be a 
certified to teach vocational courses that i~~art skills of use 
in the local economy. 

The student/instructor-counselor ratio was also effected by 
the initial layout of the PMI building. The traffic pattern 
imposed by the location of hallways, offices, bathrooms, and 
classrooms made it impossible to keep students in continuous 
supervis ion. Th is is acknowledged by AI11I Reg ional Administrator 
Davis Powell when he noted in his evaluation that "the actual 
layout of the interior (of the building) ••• provides certain 
problems regarding security and supervision." 

PMI has recently taken action to correct most of the traffic 
flow problems and to remove some of the obstacles to the 
continuous observation of students. 

TASK:5: to "assist participants £n finding jobs upon 
completion of the program." (Attachment A) 

FINDING: PMI is currently in compliance with this 
requirement. 

The newly hired Community Co-ordinator has contacted local 
businesses and has developed a job bank. Students who are about 
30 days from graduation are interviewed and employment interviews 
are arranged. Student employment information is regularly 
collected by the Community Co-ordinator and reported via the AMI 
Student Follow-Up System. 

PMI staff make it very clear to the students who are 
discharged, even some discharged unfavorably, that they are 
welcome to come back and visit PMI. The fact that the community
co-ordinator can assist any discharged student who requests help 
is further evidence that PMI staff recognize the importance of 
aftercare services. 
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RECOMMENDATION 6: PMI staff, particularly the Community Co
ordinator should establish a network of former PMI students. 
Monthly meetings should be scheduled, perhaps in the evening, 
where former students can meet with the Community Co-ordinator 
and inform him of their social, educational, or employment 
progress. Information about employment opportunities and the 
availability of other community resources should be shared. The 
time and place of this meeting should be communicated by 
newsletter. 

TASK 6: to involve the parents of the students "through verbal 
contacts and family counseling." (Attachment A) 

FINDING: PMI is only in partial compliance with this 
requirement of the contract. 

Although all PMI instructor/counselor job descriptions state 
that "regular parental contact is required," the instructors 
interviewed acknowledged that this has been a difficult require
ment to fulfill. To some extent, parental contact is not desired 
by the parents. To a larger extent, the instructors are so busy 
supervising students and trying to keep up with class and student 
record-keeping that p~rental contact suffers. 

The DCJS evaluators were impressed by the dedication of the 
PMI staff. It was obvious that the four instructors interviewed 
often went out of t~eir way to help a student deal with family 
problems. The impression, however, is that, unless a student's 
parents or guardians take some initiative to maintain contact 
with their child's advisor (by attending the monthly award day, 
for example), such contact will occur only when there is a 
problem or question to be discussed. 

PMI instructor/counselors do not involve the parents or 
guardians of PMI students in "family counseling" in the clinical 
or therapeutic sense of the phrase. Furthermore, it is unclear 
as to the origin of the "family counseling" contract requirement. 
AMI program descriptions (seemingly written to describe AMI 
residential programs where students are not in daily contact ~ith 
parents) do not mention family contact except to say that its 
important when the student enters the phase where he or she is 
re-integrated into home life. 

The DCJS evaluators found no program description or other 
evidence that AMI initiates family counseling as ~ routine part 
of their treatment methodology. Given that most PMI students 
return home each evening, it makes sense that family counseling 
could contribute to the rehabilitation of PMI students. Unless 
DYS o~ficials describe or define their expectations with respect 
to PMI's provision of "family counseling," it is not possible to 
assess this requirement of the contract. 
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RECOMMENDATION 7: DYS officials should clarify their 
expectations with regard to the provision of family 
counseling by PMI staff. PMI staff are not hired with the 
expectation that they will conduct family counseling. PMI 
staff do not routinely attempt to arrange for family 
counseling for the families of PMI students. 

TASK 7: to conduct a needs assessment of each student and 
translate these needs into measurable performance 
objectives to be achieved within set ~ime limits. 
(Attachment A) 

FINDING: PMI has fully complied with this contract 
requirement. 

Once a student is assigned to an advisor - one of the 
instructor/counselors or the community co-ordinator - the advisor 
reviews the social and psychological information about the 
student sent by the Court, interviews the student, and fills out 
a case treatment plan. 

The case treatment plan is a series of one or two sentence 
paragraphs that describe the strengths and weaknesses of the 
student's social, behavioral, medical, educational, and 
employment histories. The advisor concludes each section by 
indicating changes in the student's behavior that might improve 
these situations. ~he "changes nece~sary" are translated into 
measurable behavioral goals and objectives and placed on the 
"Performance Objectives," and "Monthly Progress Report" forms 
described in the program description. Goals and objectives are 
changed as student's are able to take on added responsibility. 

Although PMI advisors dutifully fill out the case treatment 
plan and forms that monitor a students progress toward accom
plishing goals and objectives, there is no way to determine if 
this exercise is anything more than a paper exercise. DCJS 
evaluators did not do a content analysis of student goals and 
objectives or attempt to assess their appropriateness. The 
review of student files, however, lead to the following two 
observations. 

First, many of tbe written goals and objectives were overly 
general or simple minded - e.g. "complete requirements to obtain 
the rank of Seaman," "attend class every day for a month," etc. 
It is not clear if these types of goals are useful to the task of 
changing individual behavior. It may be that PMI students, who 
often have not been held accountable, need to have the most 
simplistic goals at the beginning of treatment. 
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Secondly, the amount of paperwork required to record and 
monitor a student's progress toward his/her goals and objectives 
is overly burdensome. The DCJS evaluators are of the opinion 
that the "case treatment" plan should layout the general goals 
of behavioral change, while specific objectives should be placed 
on a form that serves both as a document recording weekly 
progress and as the "Monthly Progress Report" that is sent to 
probation Counselors and parents. 

RECOMMENDATION 8: PMI and DYS staff should continuously 
evaluate the content and appropriateness of the individual goals 
and objectives set for PMI students. 

RECOMMENDATION 9: PMI should reduce the amount of paperwork 
used to record and monitor a student's progress toward his/her 
behavioral goals and objectives. 

TASK 8: "transport students to and from PMI classes." 

FINDING: With the exception of students referred from Isle 
of Wight County and Suffolk, PMI has fu~ly complied with this 
contract requir~ment. 

The size of PMI's service area is constrained somewhat by the 
time it takes to get to the PMI facility in Newport News. PMI 
will not accept students who would have to ride on a van for more 
than ninety minutes to get to or hom.e from PMI. It is assumed 
that such a travel time would tire a student and create attitude 
and behavioral problems for the instructors. It is rare, 
therefore, that probation counselors will referred juveniles to 
PMI who reside in the outlying regions of the service area. 

Students from Isle of Wight County and Suffolk City must 
travel across the James River Bridge to get to PMI. The heavy 
early morning traffic and the lack of referral from these 
jurisdictions have, thus far, precluded the need to establish a 
third van route. PMI only owns two vans at this time, making it 
impossible to establish such a route in the near future. As of 
September 1, 1989, there have only been seven referrals from 
these jurisdictions. These students have been transported by 
their parents or have been able to ride the buses that travel to 
the Newport News Ship Building company. 

The juvenile judges that serve these jurisdictions are 
supportive of PM! and would like to refer more students to the 
program. PMI officials are hopeful that the demand and budgetary 
resources will improve so that a van route to and from these 
jurisdictions can be established. 
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~OMMENDATION 10: PMI should explore the possibility of 
contracting with private or public transportation services that 
provide commuter services between Suffolk and Isle of Wight 
county and downtown Newport News. 

TASK 9: "AMI staff and designated Court Service Unit 
counselors are to develop a criteria list for intake, 
participation and removal from the AMI program under 
the guidelines set by the Deputy Director of DYSo" 
(Attachment B) 

FINDING: This contract requirement has only been partially 
complied with. 

As noted in the program description, the then Acting DYS 
Deputy Director, Mr. Glenn Radcliffe, issued a memorandum on 
August 31, 1988 along with an attachment titled "Peninsula Marine 
Institute Referral Criteria." The memo and attachment are 
presented in Appendix F. In the memo, Mr. Radcliffe refers to 
the attachment as "referral guidelines." There is no evidence 
that AMI staff or the unnamed "Court Service Unit counselors" 
ever developed a "criteria list for intake, participation and 
removal" referred to in the contract. This task was never 
undertaken. 

The referral or intake criteria that was established, of 
course, was the list of attributes list~d in the AMI/DOC contract 
and in the Radcliffe memo described in tpe section above titled 
"Client Population Served." The question of whether these 
criteria are being applied is discu~sed under Task 10 below. A 
related a discussion of the "student referral process," including 
recomrnenda t ions, is presen.ted in Sect ion IX. 

RECOMMENDATION 11: DYS officials should examine PMI's 
performance during its first year and re-issue or clarify the 
criteria it expects DYS proba~ion counselors to apply when 
considering a.juvenile for admission to PMI. The subject of 
referral criteria is also dealt with in recommendations 17, 18 
and 23. 

The criteria for continued participation in PMI are not 
clearly specified. To a large extent they are spelled out in the 
PMI graduation requirements. During the first year of PMI's 
operation, however, five students were "favorably discharged" 
rather than graduated. These students did not meet all the 
requirements for graduation yet they were discharged from the 
program. A review of their files did not reveal whether they 
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simply left the program on their own, were asked to leave by the 
PMI staff, or left after consulting with the staff. One PMI 
staff member said that several of these students left on their 
own, and later, when it was learned that they were employed, were 
they classified as being "favorably discharged." 

All AMI day treatment programs allow for the possibility of 
favorable discharge short of graduation. AMI officials maintain 
that this status is granted only if a student is sufficiently 
rehabilitated. The criteria used to determine if rehabilitation 
is sufficient is not readily available. DCJS evaluators were 
told that the granting of "favorable discharge" status is usually 
a judgement call by the program Executive director and Director 
of Operations. 

According to the PMI Director of Operations, a student can be 
favorably discharged who has (1) been enrolled at least six 
months, (2) has made good effort but not good enough to qualify 
for graduation, and (3) has arranged to transfer from PMI to a 
job, the military, school, etc. The question of how PMI students 
are classified as "favorably discharged" was not addressed in the 
evaluation conducted by the AMI Regional Administrator. 

In general, PMI students are expected to adhere to PMI rules, 
make sufficient progress towards graduation, and not incur any 
new law violations. It is the Director of Operations' . 
responsibility to determine when a student is not adhering to the 
rules to the extent that he or she should be terminated. The 
interviews indicated that rules have been enforced differently 
under the two different Directors of Operations~ The current 
Director of Operations, Mr. Leviticus Bass, is perceived as much 
more consistent in the application df these criteria. 

Several probation counselors also were concerned about PMI's 
willingness to initiate the discharge of students who were 
misbehaving or who had runaway. These counselors expressed the 
opinion that PMI staff were too indecisive in these situations 
and seemed to want the Court to remove students from the program 
rather than themselves. 

RECOMMENDATION 12: DYS and AMI officials should establish 
criteria for discharging a PMI student unfavorably and for 
discharging a PMI student favorably, yet short of graduation. 
These criteria should be written out. The method or process by 
which these criteria are to be applied should be specified. When 
a student is discharged unfavorably or favorably, yet short of 
graduation, the reasons and facts related to such discharges 
should be recorded in the students' files and reported to DYS. 
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TASK 10: 

---~- ~-- ~-

To treat juveniles who are between the ages of 14 
and 17, have committed a serious crime, and" have 
exhausted all efforts of probation staff and juvenile 
court to effect any documented behavior (Attachment . 
A). These are the same referral criteria as those set 
forth in the Radcliffe memo: 

FINDING: The available data permits the conclusion that PMI 
staff are dealing with juveniles whose offens~ histo~ies are at 
least as serious as the overall population of the learning 
centers. It also allows the conclusion that PMI have dealt with 
"at risk" juveniles to the extent required by the AMI/DOC 
contract. We find that PMI is in compliance with this required 
task. 

The PMI program is designed to treat juveniles whose criminal 
histories are extensive enough to merit commitment to a DOC 
learning center, but whose behavioral pattern does not pose an 
immediate threat to the larger community. Task 10, thus required 
PMI officials to treat juveniles who have offense histories that 
are, if not the same, at least similar to that of juveniles 
committed to learning centers. To d~termine if this requirement 
is being met, information about the offense histories of PMI 
students and learning center students were obtained. 

Information about the offense histories of learning center 
students was obtained from two sources. First, a newly published 
report, Characteristics of Youth in Virginia's Learning Centers 
(produced by the Behavioral Services Unit of DOC"s Division of 
Youth Services) provided information about all youth committed 
between July 1, 1985 and June 30, 1987. Second, a set of special 
computer runs were used to generate offense history information 
on all youth committed to learning centers from the judicial 
districts of PMI's service area. The latter were produced under 
the direction of Dr. Dennis Waite, Chief Psychologist of the DYS 
Behavioral Services Unit. 

Offense history information on PMI students was produced by 
examining the social histories· included in the files of all PMI 
students discharged between November 2, 1988 (the date the first 
student was discharged) and August 31, 1989. During this period, 
twenty-nine (29) students were unfavorably discharged, five were 
"favorably discharged," and seventeen (17) were graduated. 

Social histories are brief narratives written by juvenile 
probation counselors describing the offense history of juveniles 
who come before the Court. Unfortunately, the evaluators found 
that the social histories written by the probation counselors in 
the Peninsula area do not have a standardized format. In 
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addition, the writing was often vague as to whether a juvenile 
was convicted or merely charged with an·offense. Some of the 
social histories did not account for the entire period between 
the juveniles first contact with the Court and his or her 
enrollment at PMI. The files of two of the students had no 
social history information at all. 

Because of the condition of the PMI student social histories 
and other inadequacies of PMI record keeping, to be discussed 
below, only the files of the 51 students discharged were fully 
examined. Of these, only 41 had social histories that were 
complete or understandable enough to be included in the analysis 
of student offense histories. 

In examining a student's social history~ the evaluator 
recorded the number and type of offenses for which the youth had 
been found guilty. Then, following the method devised by the DYS 
Behavioral Services Unit (FOOTNOTE 10) ,: 

"the individual offenses were classified according to 
degree of seriousness into four levels. Levell offenses 
were the least serious and Level 4 offenses were the most 
serious. The actual assignment of specific offenses to 
the Levels was based on a review of the Virginia Criminal 
Code. • •• 

.•• Committing offenses were weighted twice as ·heavily as 
the same prior offenses. Points were assigned to each 
offense and totaled to provide a relative measure of 
overall delinquent history. A youth with 50 offense 
points had either more serio~s offenses or more total 
offenses than a youth with 10 points. Offense points were 
assigned to each offense according to the level of 
seriousness of the offense as follows: 

LEVEL 1 LEVEL 2 LEVEL 3 LEVEL 4 

Committing 
Offense: 2 10 25 50 

Prior 
Offense: 1 5 12 25" 

A sampling of offenses assigned to the different levels of 
seriousness is presented in Appendix M. 

Up to four committing and up to eight prior offenses by PMI 
students were assigned offense points according to the point 
system above. Alleged offenses resolved at intake and offenses 
charged against the student but held over by the Court, Nolle 
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Prossed, or dismissed r were recorded but not assigned offense 
points. A committing offense was defined as one of the offenses 
which lead the Court to recommend the juvenile for PMI. A prior 
offense ~as defined as one for which the juvenire had been 
previously adjudicated guilty. This restriction of four 
committing and eight prior offenses was necessary so that the 
DCJS analysis would duplicate that of DYS (FOOTNOTE 11). Only 
two of the 41 students had more than four committing or eight 
prior convictions. 

A comparison of the average offense points 6f the PMI 
dischargees and the average offense points of both the general 
population of the DYS learning centers, and those juveniles 
committed to learning centers in FY 1989 from the Peninsula area 
is presented in Table 3. The data suggests that the question of 
whether PMI is dealing with juveniles whose offense histories are 
similar to juveniles in learning centers can be answered in two 
ways. PMI's dischargees are similar in offense history with the 
general population of the learning centers, but, on average, have 
less serious criminal histories than those of juveniles actually 
committed from the Peninsula area in FY 1989. 

There are several reasons why it would be unrealistic to 
conclude from the data in Table 3 (see next page) that PMI is not 
dealing with juveniles who are truly at risk of being committe~ 
to a learning center. 

First, there are some data reliability problems. The offense 
information in the PMI file social histories may be incomplete or 
unreliable. The classification of offenses into different levels 
of seriousness involved judgement by. the DYS psychologists. The 
fact that only 12 offenses were included in the scoring of the 
offense histories of the learning center students. All of these 
factors could produce unreliability in the data. 

Secondly, although unlikely, the PMI dischargees may not be 
representative of the juveniles who are currently being enrolled 
at PMI. Five or six of probation counselors indicated that they 
are no longer recommending the most serious or troublesome 
juveniles for PMI. To make a strong conclusion-about the type of 
offense history possessed by the average PMI student today from a 
sample of dischargees, most of whom were admitted when PMI was 
trying to build up its caseload, would be unrealistic. 

Third, because PMI excludes certain types of juveniles such 
as drug addicts, severely emotionally disturbed, chronically 
violent types, etc., it is unrealistic to assume that the averag~ 
PMI student will be similar in offense history to that of the 
group actually committed to learning centers by the Peninsula 
area courts. 
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TABLE :s 

Comparison of Average Offense Points of PMI and DYS 
Learning Center Students by Sex and Race 

PMI a 
Students (N) 

Learning Center b 
Studen ts (N)' 

PMI Areac 
Learning Center 
Students 
( FY 19 8 9 ) ( N) 

Total Sample: 21.6d (41 ) 21.1 (2,377) 28.1 (109 ) 

Sex 
Males: 

Female: 
22.4 
14.8 

(37) 
( 4 ) 

22.7 
10.8 

(2,047) 
(330) 

29.3 
18.4 

(95) 
(14 ) 

Race 
Blacks: 22.5 

20.0 
(26) 
(15 ) 

23.0 
19.3 

(1,172) 
(1,205) 

30.6 
21.3 

(76) 
(33) Whites: 

aBased on PMI students discharged as of August 31, 1989 who had 
adequate offense history information. 

bAll youth committed to the Department of Corrections between July 
1, 1985 and June 30, 1987, as presented in Characteristics of 
Youth in Virginia's Learning Centers, September 14, 1989, 

. Division of Youth Services, Virginia Department of Corrections. 

cJuveni1es committed to learning center from jurisdictions served 
by PMI. Offense information based on information compiled by the 
DOC Division of Youth Services' Behavioral Services Unit. 

dAl1 average offense points reported are based on offenses for' 
which the juveniles were adjudicated guilty. 
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Fourth, the PMI dischargee sample is skewed in favor of 
juveniles from Hampton and Newport News, the two urban centers in 
the area whose socio-economic conditions are most likely to 
produce juvenile offenders. Thirty-th~ee or 80% of the 41 
students whose social histories were judged suitable for offense 
scor ing were either f rom Hampton or Newpor t News. ':rhus, the 
average offense score of this group may not have been repre
sentative of the average score for the PMI student population as 
a whole. 

On any given day in the past six months, the percentage of 
PMI enrollees from Newport News and Hampton was only sixty or 
seventy percent of the total number enrolled. There has been a 
gradual increase in the number of students enrolled from the more 
rural Fifth and Ninth Judicial Districts. This would tend to 
lower the average offense score of the PMI student population. 

Again, because the PMI's referral criteria have been in flux 
during its first year and because PMI screens out juveniles who 
constitute a threat to the larger community, it is unrealistic to 
expect that a profile of PMI students would match that of juve
niles committed to the learning centers, especially those usually 
committed from Newport News or Hampton. It is concluded, there
fore, that the similarity in average offense points between the 
PMI dischargees and the general population of the learning 
centers is evidence enough that PMI staff have been dealing with 
"at risk" juvenile offenders to the extent required by the 
AMI/DOC contract. 

RECOMMENDATION 13: DYS should work with Peninsula area 
judges and probation counselors to develop a standardized format 
for the writing of social histories. This format should make it 
clear as to the time period covered by the social history, the 
seriousness of each offense (felony or misdemeanor), and the 
number of offenses resolved at intake, Nolle Prossed, dismissed, 
held over, or adjudicated not innocent. 

RECOMMENDATION 14: PMI staff should not enroll a juvenile 
until they have received a social history for the student from 
the Court that is complete and ·understandable. 

TASK 11: "AMI officials and Court Service unit personnel are to 
develop a program evaluation model (Attachment B). 

FINDING: This task has not been performed. 
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When queried about this requirement, the PMI Executive 
Director referred the DCJS evaluators to AMI officials in 
Florida. The latter officials said that any reference the 
contract makes to an "evaluation model" must be refer to the AMI 
data collection system. This system requires each program to 
submit the following information monthly: 

Student Enrollment 
Student Service Days Provided 
Attendance Data 
Number of Highschool Diplomas Awarded 
Average Grade Level Increase of Favorably Terminated Students 
Demographic Characteristics of Enrollees 
Number of Students Graduated or otherwise Favorably 
Terminated 
Number of Students Placed in Jobs, Returning to School, 
Admitted to the Military or Jobs Corps 
Number of Runaways, New Law Violators, Truants 

AlthoUgh the AMI Data Collection System records a great deal 
of information about the results of AMI programs, it does not 
appear to fulfill the program evaluation requiremertts of DYS. 
Any evaluation model should provide DYS with a method to check 
the validity and reliability of what is being reported by the 
service provider. As it stands, there is no easy w~y for DYS 
officials to verify whether the figures reported to AMI by PMI 
officials are correct. Unfortunately, the AMI/DOC contract does 
not specify the information that AMI or PMI must report to DYS so 
that DYS can perform its program monitoring and evaluation 
responsibilities. 

RECOMMENDATION 15: DYS officials should work with AMI and 
PMI officials to develop an evaluation model that provides 
periodic assessment of PMI productivity and performance. This 
model should include an annual analysis of the reasons students 
have been unfavorably discharged or favorably discharged sort of 
graduation. This model should also include a method by which PMI 
or AMI supplied data can be periodically verified by DYS staff. 

RECOMMENDATION 16: DYS officials must determine the type and 
amount of information they should receive from PMI in order to 
discharge their program monitoring and evaluation responsi
bilities. At minimum this information should include detailed 
enrollment and attendance data, student social history and 
demographic information, recidivism data on former student, and 
the facts and reasoning surrounding unfavorable and favorable
short-of-graduation discharges. A description of the required 
information should be included in the AMI/DYS contract. 
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SUMMARY 

PMI has complied in full with the most essential tasks 
required of the program in its first year of operation. PMI has 
met its contract enrollment requirement, has served the "serious" 
juvenile offender, has established individualized goals and 
learning objectives for its students, has set up an employment 
assistance program, and operated a student transportation 
system. Its main weaknesses have been its failure to consist
ently maintain the expected 1 to 7 instructor-counselor/student 
ratio and its failure to develop a program to impart useful 
vocational skills to its students. 

Some of PMI's shortcomings with regard to the AMI/DOC 
contract are the result of the vague wording of the contract. 
In future contracts, DYS and AMI officials must clarify their 
expectations with respect to the types of juvenile offenders who 
mayor may not attend PMI, the extent to which individualized or 
family counseling will be incorporated into PMI's treatment 
model, and the type and frequency of program information that 
will be forwarded to DYS so that DYS can meet its monitoring and 
evaluation responsibilities. 
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VII. PMI PERFORMANCE WITHIN THE PENINISULA JUVENILE JUSTICE 
SYSTEM 

Opinion of Juvenile Justice Professionals 

Perhaps the most critical question to be addressed by the 
evaluation is whether PMI is making a positive and effective 
contribution to the operation of the Peninsula juvenile justice 
system. In addition to making our own assessment, we interviewed 
21 of the 25 probation counselors or probation supervisors who 
decide whether to recommend admission to PMI as a preferred 
sentencing option. We also interviewed the judges of the four 
Juvenile and Domestic Relations courts who can sentence qualified 
juvenile offenders to PMI. Discussion were also initiated with 
the directors of seven other programs which serve juvenile 
offenders in the Peninsula and Hampton Roads area. 

Twenty-one probation counselors or probation supervisors were 
interviewed: seven from Newport News, six from Hampton, five 
from the Williamsburg, James City County and York County court 
services unit, and three from the Suffolk, Isle of Wight County 
court service unit. The probation counselors, probation super
visors and judges were interviewed from written questionnaires 
that are presented in Appendices H through L. 

Most of the questions are open-ended and were designed to 
solicit each respondent's opinion about PMI's performance to 
date. A content analysis of the completed questionnaires was 
conducted by the two evaluators and a compilation of positive and 
negative opinions about various aspects of the program was made. 
Interviews with area program directors were less formal and a 
review of the notes from these interviews serves as the basis of 
any findings reported 

The interviews revealed a great deal of information about the 
weaknesses and strengths of the program in its first year of 
operation. Opinion ranges from disappointment to unequivocal 
praise and support. Some of the opinion concerns PMI administra
tive practices and procedures. This information will be 
presented in Section IX below. 

The three most important findings revealed by the interviews 
are as follows: 
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WIDESPREAD SUPPORT FOR PMI 

Widespread support for PMI exists among the probation 
counselors, judges, and area juvenile justice professionals. The 
evaluators were impressed by the fact that eighty or ninety 
percent of the juvenile justice professionals contacted expressed 
praise or support for the PMI program. This praise or support 
exists, in many instances, even when professionals are less than 
happy about certain aspects of the program. 

Support exists because many of the professionals believe in 
PMI's program concept. They like the fact that it stresses the 
work ethic, individual responsibility, and the building of self 
esteem through positive reinforcement. They concede that, thus 
far, PMI has been reasonably successful. 

Some support PMI because they believe PMI is a better 
sentencing option than placement in a "286" residential program 
or commitment to a learning center. A majority of the probation 
counselors expressed the view that learning centers were little 
better than "human warehouses" They also complained about the 
long pre-admission waiting periods and burdensome paperwork 
requirements of "286" programs - two costs of placement that, 
thus far, do not characterize the PMI program. For these 
counselors, PM! would always be the preferred sentencing option. 

All the probation counselors were asked the following 
question: 

Q: From what you have seen so ~ar, is PMI an effective 
alternative to placement in a DYS learning center? 

Fifteen (15) of the 21 probation counselors interviewed 
agreed that PMI is an effective alternative to the learning 
center. Two disagreed and four said the verdict is still out. 
Five of those responding favorable were probation counselors from 
Newport News, and four were from Hampton. 

Some of the support for PMI exists because the juvenile 
justice professionals see the demand for juvenile services as 
much greater than the current supply. These counselors implied 
that any kind of day treatment program, even one with some 
initial administrative inefficiencies, is welcome. 

The probation counselors were asked: 

Q: How important is PMI, that is, does it perform a role or 
serve a function that otherwise would not be served in the 
Peninsula juvenile justice system? 
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Fifteen of the probation counselors and four of the judges 
said that, from what they had observed, PMI is serving a unique 
role in the local juvenile justice system. They liked the option 
of taking juveniles out of their normal routines and placing them 
in a program that offers interesting experiences and a means for 
developing self esteem. 

CONFUSION ABOUT PMI REFERRAL CRITERIA 

FINDING: As noted in the program description, PMI was 
originally conceived as a program for juvenile offenders who had 
failed to respond to other treatment programs, were at risk of 
being committed to a DYS learning center, and who did not pose a 
threat to the larger community. The interviews indicated that 
most of the probation counselors and judges are unsure if these 
criteria are still in effect. 

Three probation counselors said that. the PMI staff were 
initially unable to deal successfully with the hard-core juvenile 
offender. Five others had reservations about their ability to do 
so at present. These eight are among the eleven counselors who 
suggested that PMI is most suitable for juveniles who are on a 
course toward but still some ways from commitment to a learning 
center. These counselors implied that it was this type of 
juvenile whom they were most likely to recommend. In addition, 
four of the judges indicated a willingness to recommend juveniles 
who were not quite at the ~last chance" point of their criminal 
history. Tw~ other judges were of t~e opinion that the original 
criteria were still in effect and that, if a softening of these 
criteria had occurred, they had not been informed. One of these 
judges, wishing to recommend a juvenile to PMI as a condition of 
probation, that is, not in lieu of commitment to a learning 
center, requested the PMI Executive Director meet with him to 
discuss the matter. 

Several probation counselors, assuming that the original 
criteria are still in effect, complained that they are too 
restrictive. These counselors resent the fact that juveniles 
have to be convicted of a serious crime before they can be 
recommended to PMI. 

The trip to the two AMI day-treatment programs in South 
Carolina was instructive on the point just made. These programs, 
as most AMI programs, accept juveniles who are not "hard-core" 
juvenile offenders. Juveniles who have a series of CHINS 
violations or are considered beyond parental control, and who 
live in a jurisdiction that offers few treatment options are 
eligible for admission into South Carolina's marine institutes. 
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Furthermore, because some of these CHINS-type juveniles end 
up in South Carolina's learning centers, a formal screening 
process has been established whereby these juveniles can be 
removed from the learning centers, sent to state funded group 
homes near the institutes, and enrolled in the AMI programs. 

RECOMMENDATION 17: (A) DYS off ic ials, inc Iud ing a number of 
probation counselors, the juvenile and domestic relations judges 
who recommend juveniles to PMI, and PMI managers should meet and 
come to a consensus about the type, or types of juveniles who 
should attend PMI (same as Recommendation 11). 

(B) The referral criteria should be clearly written and sent 
to all judges and court service unit personnel. 

(C) A committee of the PMI Board of Trustees should monitor 
the recruitment process and verify each year that these criteria 
are being applied. This verification should be reported to DYS 
and the juvenile and domestic relations judges. 

DISAPPOINTMENT AND PERCEIVED LACK OF SUCCESS WITH HARD-CORE JUVENILES 

The probation counselor. and judge interviews revealed some 
feelings of disappointment and some opinion that PMI has not 
worked successfully with "hard-core" juveniles. Eight of the 
counselors expressed the opinion that PMI staff either could not 
handle the hard-core offender. or that the program design simply 
does not accommodate this type of juvenile. 

The two Juvenile and Domestic Relations District Court judges 
from the Eighth Judicial District (Hampton) were especially 
disappointed. As of August 15, 1989, these judges had referred 
22 juveniles to PMI. Fourteen (64%) of these juveniles had been 
unfavorably discharged from the program. Three were graduated, 
one was favorably discharged and four were currently enrolled. 
For the sake of perspective, only eleven (11) or 23% of the 46 
juveniles referred by the two Newport News judges had been 
unfavorably discharged from PMI by this date. 

Apparently as a consequence of the judges' disappointment, 
enrollment of Hampton juveniles in PMI has declined (see Table 
4). Whereas, Hampton judges recommended 16 juveniles to PMI in 
its first four months of operation, only nine (9) have been 
recommended between January and November, 1989. Hampton 
referrals constitute only 24% of PMI's total enrollment! well 
below the 38% share originally anticipated. 
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TABLE 4 

PMI Student Enrollment By Month and Court District: 
August 16, 1989 - November 1, 1989 

7th District 8th District 9th District 5th District 

York County Isle of Wight 
MONTH Newport News Hampton Williamsburg Suffolk 

August, 1988 3 3 0 0 

September 7 1 2 0 

October 3 5 1 0 

November 3 7 0 0 

December 0 0 1 1 

January, 1989 2 1 0 2 

February 4 1 1 0 

l-1arch 4* 1 0 1 

April 3 2 0 0 

May 5 1 1 0 

June 7 0 0 1 

July 4 0 0 1 

August 4 0 3 1 

September 4 1 0 1 

October 8 2 1 0 

TOTAL: 61 25 10 8 

* Figures includes the second enrollment of one juvenile. 
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PMI's lack of success with the Hampton referrals is difficult 
to explain. The general consensus among some PMI staff and some 
of the Hampton probation counselors is that PMI should not have 
taken these particular Hampton juveniles in the first place. The 
usual comment was that PMI was just getting started and was 
admitting every juvenile recommended because PMI staff wanted to 
bring the program's case load up to that specified in the contract 
as soon as possible. PMI accepted juveniles who they would judge 
as unacceptable today. There is no way to verify this kind of 
speculative explanation. 

A more objective method of learning whether PMI has been 
successful with hard-core offenders or whether juveniles from the 
different judicial districts served by PMI have different offense 
histories is available through an examination of the offense 
records of PMI dischargees. Since thirty-three or 80% of the 
dischargees are from Hampton or Newport News, the tables used in 
this analysis will only present data on students from these two 
jurisdictions. 

The reader should review the methodology used to assign 
offense points to PM! students that was presented earlier in 
Section VII. 

Table 5 (see next page) presents a comparison of average 
offense points of discharged PMI students from Hampton and 
Newport News, by total group, sex, and race. The data suggest 
that there is not much difference b~tween the students discharged 
from the two jurisdictions. In fact, if anything, the discharged 
students from Newport News have a slightly higher average number 
of offense points than those from Hampton. There is nothing in 
the data that can help to explain the disappointment expressed by 
the Hampton judges. 
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TABLE 5 . 

Comparison of Average Offense Points of PMI Students Discharged 
as of August 31, 1989 and those students among this group 
. from Hampton and Newport News; by Sample, Sex and Race 

Total Sample: 

Sex 
Males: 
Female: 

Race 
Blacks: 
Whites: 

Total 
PM! 
Student (N) 

21.6 

22.4 
14.8 

22.5 
20.0 

(41) 

(37) 
( 4) 

(26) 
(15) 

Hampton Newport 
Students (N) 

20.1 

21. 7 
9.0 

22.2 
15.3 

(16) 

(15) 
(1) 

(13) 
(3) 

*Contains 1 score that skews the average upward. 
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22.4 

21.4* 
16.7 

22.9* 
17.9* 

(N) 

(17) 

(14) 
(3) 
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TABLE 6 'I 
Demographics and Criminal History Information 

of Hampton and Newport News Juveniles Discharged 

I from PMI between March 1 to August 31, 1989 

NEWPORT NEWPORT 

(N) I. 11AMP'roN NEWS HAMP'roN NEWS 
GRADS. (N) GRAT.)Se (N) UNFAVS. (N) UNFAVS. 

% Males: 75% (3) 90\\ (10) 100% (14) 83% (10) I' 
% Females: 25% (1) 10% (1) 0% (0) 17% (2) /. 

I 
% Black: 50% (2) 63% (7) 85% (12) 41% (5) 

% White: 50% ( 2) 37% (4) 15% ( 2) 59% (7) " 

Average 
(12) I Age (years) 16.7 (4) 15.9 (11) 15.7 (14) 16.5 

Average 'I 
Length of 
Enrollment 

(12) I (months) 6.8 (4) 6.8 (11) 2.9 (14) 3.3 

Range of I' Length of 6.6 4.7 0.6 0.9 
Enrollment to to to to 
(months) 7.8 (4) 9.5 (11) 6.2 (14) 6.6 (12), 

Average 
Number of 

(10) ,. Convictions: 3.0 (3) 4.4 (7) 5.8 (12) 4.3 

Average ,I Number of 
Court 
Contacts: 2.5 (3) 4.1 (6) 6.5 (13) 4.4 (9) I 

I 
I 
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TABLE 6 cantinued: 
NEWPORT NEWPORI' 

IW1PTON NEWS IW1PTON NEWS 
GRADS. (N) GRADS. (N) UNFAVS. (N) UNFAVS. (N) 

Average 
Offense/ 
Paints: 17.3 (3) 23.6 (7) 22.4 (12) 18.4 (10) 

Average 
,Adjusted 
Offense 
Paints: N/A. 15.3 (6) c N/A l3.8 (9) c' 

Range af 
Offense 8 3 5 2 
Paint to. to. to. to. 
Scares: 35 (3 ) 73 (7) 36 (l3) 59 (10) 

Median Offense 
Paint Scare: 9 (3) 10 (7) 24 (12) 10 (10) 

Average 
Length af 
criminal 
History (years): 1.0 (4) 1.7 (12) 2.8 (12) 3.0 (10) 

Average 
Adjusted 
·Length af 
'Criminal 

(ll)d (8)d Histary (years): N/A N/A 2.6 2.3 

Range: 
Length af .33 .75 1.80 .90 
Criminal to. to. to. to. 
Histaries (years) 1.50 (4 ) 3.10 (7) 5.00 (12) 5.70 (10) 

aA GRADS categary includes both graduates and thase juveniles "favarably 
discharged." One Hamptan juveniles was favarably discharged and twa Newport News 
juveniles were favo.rably discharged. 

bOffense points assigned accarding to. methodology described in Sectian af the Text. 

COutlier affense scaresaf more than 50 removed fram the calculatian. 

dOutlier lengths af 60 months ar more removed fram the calculatio.n. 
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Table 6 presents a much more refined look at the criminal 
histories and demographic characteristics of the Hampton and 
Newport News students. The critical difference with Table 5, of 
course, is that it compares PMI graduates (including four 
students who were "favorably discharged") with juveniles who have 
been "unfavorably discharged" from PMI. It a~so adds three other 
measures of criminal history: 

1. average number of contacts with the court prior to PMI 
enrollment; 

2. average number of convictions (individual criminal 
charges on which the juvenile was adjudicated not 
innocent) prior to PMI enrollment; and, 

3. average length of criminal history. 

The data in Table 6 reveals a great deal more about the 
discharged students from Hampton and Newport News. Of particular 
interest are the differences between the Hampton and Newport News 
students who have been unfavorably discharged. When compared to 
the Newport News students, the Hampton students who were 
unfavorable discharged: 

were more likely to be male; 
were more likely to be black; 
were younger; 
had been enrolled at PMI for a shorter period of time 
at the point of discharge; 
had more prior convictions; 
had more prior contacts with the juvenile court; 
had higher offense point scores; and, 
(when outliers are removed) had longer histories of 
criminal behavior. 

The difference in average offense points between the two 
groups of unfavorably discharged students is especially 
noteworthy. When an outlier score of 59, assigned to a Newport 
News student, is removed from caJculation, the average offense 
points of the Newport News students drops from 18.4 points to 
l3~8 points. This compares with an average offense point measure 
of 22.4 for the Hampton students. 

The adjusted difference is much more compatible with the 
difference that exists between the groups in terms of median 
offense score. The median offense score for the Hampton 
students is 24 and the median score for the Newport News students 
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is only 10. Clearly, the Hampton students who were unfavorably 
discharged had worse criminal histories than those from Newport 
News. Because this "unfavorably discharged" group makes up 
eighty percent of all Hampton students discharged in the first 
year, it is understandable why the Hampton judges came to believe 
that PMI was not being successful with the more serious offender. 

RECOMMENDATION 18: After the PMI referral criteria have been 
clarified and implemented, the PMI Executive Director, the 
Hampton Juvenile and Domestic Relations Judges, and the local 
probation counselors should meet and ~valuate the success or 
failure of. the Hampton juveniles who have been referred to PMI. 

It should be noted that twelve of the fourteen (14) Hampton 
students who were unfavorably discharged during PMI's first year 
of operation were discharged before March 30, 1989. These 
students were admitted early in the history of the program and 
were discharged early. PMI officials must provide assurances to 
the Hampton judges that juveniles referred from Hampton will be 
screened carefully, and that the reasons for unfavorably dis
charging any of these juveniles will be clearly documented and 
communicated to the judges. 
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VIII. PMI COST EFFECTIVENESS 

FINDING: With all factors considered, PMI was found to be a 
cost effective program. 

PMI is a less costly sentencing or placement option than 
DOC learning centers or the residential programs funded through 
the "286" Special Placements Program. These programs are the 
most likely alternative sentencing options for the type of 
juvenile sent to PMI. PMI is also a less expensive option than 
the "286" funded "partial-hospitalization," and "detention 
outreach" programs in the Peninsula area. 

Determining the Per-Student Cost of PMI 

The FY 1989 per-student cost of the PMI program can be 
calculated in two different ways; 0ne that uses enrollment data 
and one that uses attendance data. The enrollment method yields 
a monthly, per-student cost of $908.00 and the attendance method 
yields a monthly, per-student cost of $1,294. 

Cost calculations were based on information that PMI sends to 
AMI headquarters in their monthly Operations Report. Furthermore, 
these calculations were based on the enrollment and attendance 
data reported for the last six months of FY 1989. This was done 
because previous to January, 1989, PMI was still building up its 
caseload to the required level. To estimate FY1989 total enroll
ment and attendance days, the six .month totals were simply 
multiplied by two. 

According to the data contained in the reports, PMI student 
enrollment days total 11,051 and days of attendance total 
8,112. The reasons for this disparity are many. First, 
attendance days, referred to by ~MI as Client Service Days, 
normally accumulate only on the days that PMI is normally in 
session, that is, from Monday through Friday. Client Service 
Days may be earned on weekend days, of course, when students are 
under the supervision of staff during trips or while working on 
community service projects. 

Secondly, enrolled students may be placed "on-leave" and not 
included in attendance figures because: 

they have violated a detention home rule and are being 
confined; 

they have violated a PMI rule and are not being allowed to 
attend; 
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they have been charged with a new law violation and are being 
held in detention; 

Enrolled students are also not included in attendance figures 
when they have runaway and their whereabouts are unknown; when 
they have been granted an excused absence because of illness; and 
when they take a "perfect attendance day." A perfect attendance 
day is earned when a student attends every day for a month. 

PMI also accumulates more enrollment days than attendance 
days because AMI allows PMI to count discharged students as 
enrolled, for up to five school days, when the slot filled by 
that student remains unfilled. 

PMI does not have control over most of the factors accounting 
for the diffe~ce between the number of enrollment days and 
attendance days. AMI and PMI policies do account for some of 
this difference, however, and the DCJS evaluators believe it is 
important that PMI inform DYS why enrolled students are not in 
attendance (see Recommendation 4). Since the PMI services paid 
for by state funds can only be provided on days that students are 
in attendance, an "enrollment day" versus "attendance day" cost 
comparison is valid and informative. PMI must do whatever 
possible to narrow the gap between student attendance and 
enrollment days. 

The average monthly cost per student based on enrollment days 
is $908.10 and was calculated as follows: 

PMI average daily enrollment (ADE) FY1989 = 31.67 students 
ADE times the number of contract days (365) = 11,560 
Contract cost ($350,000) divided by 11,560 = $30.27 daily 
cost 
Daily cost ($30.27) times 30 days (average days in a 
month) = $908.10 

The average monthly cost per student based on attendance days 
is $1,294.20 and was calculated as follows. 

PMI FY1989 Client Service Days = 8,112 (CDS) 
Contract cost ($350,000) divided by CDS = $43.14 daily cost 
Daily cost ($43.14) times 30 days (average days in a month) 
= $1,294.20 
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Comparative Cost of Sentencing or Treatment Options 

The question of whether PM! is "cost effective" is 
complicated by the fact that the treatment options available to 
Peninsula area probation counselors and judges are relatively 
incomparable. These options include the DOC learning centers, 
"286" residential and non-residential programs, and publicly 
funded intensive supervision programs. Each of ~hese options 
differ in the degree to which juveniles are supervised and in the 
degree to which they subscribe to a clinical and/or family 
systems approach to treatment. 

PM! plays a unique role in the Peninsula juvenile justice 
system. PM! serves the serious juvenile offender who would 
benefit from being taken out of his or her daily routine, and 
placed into a positive environment offering new learning 
experiences and a new opportunity for the development of self
esteem. It does not remove the juvenile from his or her family 
environment as would a learning center commitment or placement in 
a 286 residential program. In addition, placement at PMI has 
been at least to date, a readily available and administratively 
simple option. 

The PMI program does not (as currently implemented) involve 
family counseling or a "family systems" approach as some partial
hospitalization and detention outreach programs do. The latter 
programs, however, provide minimal face to face contact with the 
juveniles, utilize a shorter treatment period, and.lea~e 
juveniles within their school and family environment. In most 
instances tbey do not treat the same type of juvenile as PMI. 

Because the treatment options are as apples and oranges, a 
comparison of the per-student costs of the different programs 
will not reveal the option that is most cost effective. Such a 
comparison is instructive, however, in that it provides a basis 
for choosing when more than one type of program is thought to be 
appropriate for a particula~ juvenile offender. 

The FY 1988-89 cost; per-month, of placing a juvenile 
offender in various types of treatment programs is .presented 
below. Information about the source and comparability of these 
figures is presented in footnote 9: 

PMI lenrollment data calculation) 

PMI (attendance data calculation) 

DOC Learning Center 
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$1,294 

$2,702 



"286" Funded Residential Program $3,210 

Given that some juvenile justice professionals are advocating 
an increase in the use of horne-based, intensive-supervision 
programs for serious offenders, the following monthly cost 
figures are provided. The reader is reminded that these programs 
currently do not treat the type of offender PMI was created to 
serve. 

Community Based Services detention 
outreach program 

Peninsula Psychiatric Hospital: Adolescent 
Partial Hospitalization Program 

Tidewater psychiatric Institute: Kidscope 
Partial Hospitalization Program 

$1,192 

$2,215 

$1,800 

RECOMMENDATION 19: Because PMI has met its basic contract 
requirements, has progressed in terms of administrative 
proficiency, has gained the support of the great majority of 
juvenile justice professionals in the Peninsula area and is the 
least costly sentencing option for many juveniles who are "at 
risk," the General Assembly should continue funding of this 
program for the 1990-1992 biennium. 

Furthermore, it is recommended that DYS re-evaluate PMI 
during FY 1992. DYS should inform the General Assembly about the 
methods PMI used to implemen t the re·commendat ions of the DCJS 
evaluation, and whether PMI was successful in th~s 
implementation. It should advance the evaluation process by 
assessing PMI's impact on student recidivism. The evaluation 
report should be forwarded to the General Assembly prior to the 
consideration of PMI funding for the 1992-1994 biennium. 
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IX. OTHER FINDINGS OF THE EVALUATION 

Record Keeping 

FINDINGS: DCJS evaluators traveled to PMI on six different 
occasions during the months of July and August, 1989 to examine 
student records. The record folders of all students (enrolled 
and discharged) were inspected at one time or another. The 
record folders often differed from one another 'in the number and 
order of the records they contained. A sample of 33 student 
folders were examined for completeness. This sample included 12 
folders of students who had graduated, 10 of students who had 
been unfavorably discharged and 11 of students recently 
enrolled. 

Of the sample folders: 

5 (15%) contained no enrollment forms; 

5 (15%) contained no case treatment plans 

9 (27%) contained no social histories 

5 (22%) of the 22 discharged student folders contained no 
monthly progress reports; 

10 (45%) of the 22 discharged student folders contained no 
termination notices. 

The security of the student records was inadequate. Some 
files were being kept in an unlocked file ca~inet in the Director 
of Operations' office which was, prior to the most recent renova
tion of the PMI building, often accessible to students • 

The probation counselor interviews revealed a gqod deal of 
disappointment with the consistency and timeliness with which PMI 
sends out monthly progress reports. These reports update the 
progress and problems of each student and are supposed to be sent 
to probation counselors and parents each month. From the com
ments heard, and the examination of student folders, it is clear 
that monthly progress reports are not always prepared or sent 
out. 

During the course of the evaluation, the evaluators were 
provided with a number of documents which recorded the number of 
students which PMI had enrolled and/or discharged. No two docu
ments were completely in agreement with each other in terms of 
the number, identity, or or jurisdiction of the enrolled and 
discharged students. 
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Though impossible to verify, our discussions with PMI staff 
lead us to believe that there has been some confusion about who 
is responsible for maintaining student records. It also clear 
that the Operations Secretary had not been trained or informed 
about all the AMI rules for maintaining enrollment and discharge 
statistics. For example, PMI does not have to count a student in 
its enrollment statistics who is admitted but is unfavorably 
discharged within 10 school days. Th·e evaluators are not 
convinced that this rule is always applied in the same way. 
Several students in this category had enrollment periods of over 
a month. Whether these enrollment days were included in the 
operations reports for the months these students were on the 
books is not known. 

RECOMMENDATION 20: DYS officials should develop a method for 
verifying the appropriateness, completeness and reliability of 
PMI student records. This method should be included in the 
evaluation model referred to in the AMI/DOC contract and applied 
on a semi-annual basis. 

Staff Compensation 

FINDING: PMI managers compensate their staff at a level that 
is lower than the compensation paid to the staff of most other 
juvenile offender programs. The average annual, starting salary 
for PM! instructor/counselor.s is $15,900. Because PMI takes a 
relatively non-clinical approach to "treatment, yet is much more 
than a recreational program, there are few other programs and 
staff with which to compare salary ranges. One possibility, 
however, are the staff of Wilderness Therapy EAST (Experiential 
Adventure Success Training) of Virginia Beach. This program, 
like PMI, is modeled somewhat on the Routward bound" model of 
rehabilitation. The five staff members of Wilderness Therapy East 
provide the experiential learning component of a partial
hospitalization program based at Peninsula Hospital, Virginia 
Beach. The Director of this program stated that the lowest 
salary paid to their staff was $20,000 per year. 

The following is a list of starting salaries for personnel 
who are in direct contact with juvenile offenders at different 
programs in the Peninsula and Tidewater area of Virginia: 
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PUBLIC AGENCIES 

Newport News Detention Home: 

Hampton/Newport News Less Secure 
Detention Facility: 

Court Service Unit Probation Counselor: 

Norfolk Intensive Supervision Counselor: 

Portsmouth Boys Home: 

Crossroads Community Youth Home: 

PRIVATE - NON-PROFIT AGENCIES 

Partial-Hospitalization "286" program: 

Community Based Services: Norfolk based, 
non-residential "286" program: 

Starting 
Salary 

$17,500 

$15,900 

$20,461 

$20,461 

$14,993 

$17,431 

$24,500 

$18,500 

All but two of these programs offer higher starting salaries. 
The two with lower starting salaries are programs that do not 
~equire their staff to engage juveniles in as many challenging 
and educational experiences as does the PMI progIam. 

RECOMMENDATION 21: In order to attract the most competent 
staff possible, and to keep staff in their jobs for a reasonable 
length of time, PMI managers should raise the starting salarie~ 
of their instructor/counselors to a level comparable to that of 
the local highschool teacher~. The necessary funds should come 
from available grant monies or locally generated contributions. 

Academic Program Credibility 

• FINDING: Seven or eight of the probation counselors 
interviewed e~pressed a concern with the PMI academic program. 
These comments' did not concern the competence of the PMI . 
instructors. Iro date, the PMI instructors have been successful 
in raising the grade levels of the students who stay in the 
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program for three to rour months. Concern about the program 
focused, rather, on the fact that local school systems do not 
recognize the improvement made in grade level at PMI and do not 
advance students who return to school following a successful 
completion of PMI. 

PMI officials do not wish to have their academic program 
accredited by the local school systems. Accreditation would 
require PMI to meet rigorous curriculum, staff compensation, and 
scheduling requirements that would deny PMI officials the 
flexibility needed to an individualized approach,to instruction. 
On the other hand, it is very frustrating to PMI graduates who 
have worked hard for six months, only to be placed in the same 
grade that they were at when they last attended school. 

RECOMMENDATION 22: PMI officials should approach local 
school officials with a proposal to develop a process by which 
returning PMI students can be given credit for their academic 
accomplishments at PMI. The grade level increases recorded at 
PMI are based on pre-program, mid-program, and end of program 
test scores on recognized, standardized test of academic 
achievement. Perhaps a method can be worked out that is similar 
to that used when students from other states or from parochial 
schools seek entrance to these local public schools. 

Student Referral Process 

FINDING: The PMI staff rely on ~he juvenile and domestic 
relations judges and the juvenile probation counselors to 
recommend juveniles for th~ program. Perhaps, because some of 
the probation counselors were unfamiliar with the program, or 
because some thought that the referral criteria were too 
restrictive, PMI staff had to, at times, recruit students to 
maintain contract-level enrollment. 

The PMI Executive Director used two methods of recruitment. 
First, a written appeal to the probation counselors, informing 
them that slots designated for their area are now or will soon be 
open. Secondly, a request to the Superintendent of the Newp'ort 
News Detention Home that all recently confined youth be evaluated 
as potential PMI students. The probation counselors of the 
juveniles most likely to qualify would then be contacted to 
determine if PMI admission was possible. 
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RECOMMENDATION 23: The PMI student referral process should 
be formalized: 

A. The managers of the new Virginia Department of Youth 
Services will need time to establish the department's 
organizational policies and procedures_ By the 1992-
1994 biennium, however, DYS managers should create a 
new position titled PMI Referral Coordinator. The 
person hired to fill this position will be responsible 
for the initial screening of prospective students, 
insuring that the applicant's paperwork is complete 
prior to the admissions interviews, monitoring student 
progress, and representing the interests of the local 
courts in all hearings that consider the unfavorable 
discharge of a PMI student. 

B. Juveniles should not be allowed to enroll until PMI 
officials have received a complete record of each 
juvenile's social and psychological history. If a 
student has not had a psychological evaluation within 
six months of the date he or she is considered for 
enrollment, such an evaluation should be administered 
and the report made part of the pre-enrollment 
package. If the juvenile has a history of drug usage, 
he or she should also be required to take a pre
entrance drug screening. 

c. PMI and D¥S officials should establish a process by 
which Peninsula area youth already committed to a DYS 
learning centers can be paroled to PMI~ Such a 
process is currently in effect in South Carolina. 
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FOOTNOTES 

lActs of the General Assembly of the Commonwealth of 
virginia, 1988 Regular Session, Volume II, Chapter 800, page 
1484, Richmond, 1988 

2Acts of the General Assembly of the Commonwealth of 
virginia, 1989 Regular Session, Chapter 668, page 1401, Richmond, 
1989 

3A Preliminary Assessment of the Marine Institute Programs, 
Planning and Information Section, South Carolina Department of 
Youth Services, April, 1987, pages 2-3. 

4peninsula Marine Institute Program Evaluation: August 
1989, Associated Marine Institutes, Inc., Eastern Regional 
Office, August 31, 1989, page 2. 

,5Commonwealth of Virginia Standard Contract Number 880506-1, 
June 3, 1988, Attachment A. 

6"Associated Marine Institutes, Inc. (AMI) Referral 
Criteria," Memorandum of Mr. Glenn D. Radcliffe, Acting Division 
Director, Department of Corrections, Division of Youth Services, 
August 31, 1988. 

7commonwealth of Virginia Standard Contract Number 880506-1, 
June 3, 1988, Section 2.2. 

8progress Report to the House Appropriations and Senate 
Finance Committee on the Associated Marine Institute, Inc., 
November 1988, Virginia Department of Corrections, Division of 
Youth Services, page 2. 

9The FY 1989, monthly cost of commiting a student to a 
learning center was provided by Mr. Ron Rinker, Assistant 
Comptroller, Division of Financial Services, Virginia Department 
of Corrections. Mr. Rinker noted that the cost is influenced 
heavily by the large, overhead cost of staffing and maintaining 
the learning center facilities. 

The average monthly cost of placing a juvenile in a "286" 
residential program was calculated from data provided by 
Ms. Natalie Bero, Special Placements Counselor, Newport News. 
The figure is an average of the monthly costs of eleven different 
residential programs to which Ms. Bero has placed juveniles. 

The monthly cost of placement in the Community Based 
Services, detention outreach program was supplied by Mr. Edward 
Holmes, Director. 

-70-



FOOTNOTES (cont.) 

The average monthly cost of placement in the Peninsula area 
n286" partial hospitalization programs is the average cost of 
three different programs: Portsmouth Psychiatric Center: 
($2,150), Peninsula psychiatric Hospital ($2,280), and Tidewater 
Psychiatric Institute ($1,800). 

lOCharacteristics of Youth in Virginia's Learning Centers l 

Division of Youth Services, Virginia Department of Corrections, 
1989, pp. 2-3. 

llCharacteristics of Youth, p.2 
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A. PMI Board of Trustees and Staff Members 

B. AMI Evaluation of PMI, August, 1989 

C. List of AMI Services Provided to Institutes 

D. projected PMI Operating Budget for FY 1989 

E. AMI/DOC Contract: June 3, 1988 

F. Radcliffe Referral Criteria Memorandum 

G. PMI Point Explanation Sheet 

Probation Counselor Questionnaire 

I. Juvenile and Domestic Relations Judge Questionnaire 

J. PMI Executive Director Questionnaire 

K. PMI Director of Operations Questionnaire 

L. PMI Instructor Questionnaire 

M. List of Offenses by Level of Seriousness 
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14 Ensigne Spence 
Williamsburg, VA 23185 
(804) 814-0205 

Mr. Robart A. Rosof 
Associated Marine Institute 
14802 North Dale Harry Hgwy. 
Tampa, Florida 33618 

HONORARY MEMBERS: 

Mr. Joe S. Frank 
PMI REGISTERED AGENT 
708-A Thimble Shoals Blvd. 
Newpo~t News, VA 

(804) 380-7085 
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Mr. Harry Knight 
113 Peyton Road 
Williamsburg, VA 23185 
(804) 229-9726 

Mr. Woodrow Holmes 
NEWPORT NEWS SCHOOLS 
51 West Governor Drive 
Newport News, VA 23602 
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Peninsula Marine Institute 
3000 Warwick Boulevard 
Newport News, virginia 23607 

~I1A 

RE: Staff Members as of October 30, 1989 

David R. LeBlanc 
Executive ~irector 
Peninsula Marine Institute 

Leviticus Bass 
Director of Operations 
Peninsula Marine Institute 

Emma S .. Jones 
Administrative Assistant 
Peninsula Marine Institute 

Mavis Y. Dixon 
Operations Secretary 
Peninsula Marine Institute 

Kimberly Berghs, B.S. 
GED Education Instructor/Counselor 
Peninsula Marine Institute 

Yuldonna Middleton, M.Ed. 
Remedial Education Instructor/Counselor 
Peninsula Marine Institute 

Jeffrey Brittle, B.S. 
Scuba Aquatics Instructor/Counselor 
Peninsula Marine Institute 

Doyle Washington 
Marine Science Instructor/Counselor 
Peninsula Marine Institute 

Chris Buoncristiani 
Seamanship Instructor/Counselor 
Peninsula Marine Institute 

Dorothy Langley 
Van Driver 
Peninsula Marine Institute 

Willie Harris 
Van Driver 
Peninsula Marine Institute 

Keith Robinson 
Community Coordinator 
Peninsula Marine Institute 
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APPFJfDU B 

• AifrM • lit. PIcJaJ s.c.lM4 

Aucust 31, 1988 

TO: 

FROM: 

SUBJ: 

MEMORANDUM 

AMI EXECUTIVE STAFF 
PMI BOARD OF TRUSTEES 
PM! STAFF () 

DAVE POWEl.L. J)C {" 
PENINSU~A MARINE INSTITUTE 
~NOURAM ~VAL.UATIUN 

~nelosed you wlll flnd tbe recently coapleted ~~1 evalua
tion. My over all 'apresslon of tbe PMI procra. i. excellent at 
this time, but laprove_nts are always necessary. Dave l.e)Uane 
and bis staff should be co .. ended on tbe bard work tbey have done 
and the aceompl1shaents tbey bave .de. It iSiaportant to note 
that without the work and support of tbe Board of Trustees tbis 
would have been an i_possible task. 

If you have any questions please clve ae a call • 

A NGN·paOFIT COlPOJ.ATlON 
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PENINSULA MARIN! INSTITUTE 
PROGRAM EVALUATION 

AUGUST 18S8 

Tbe Peninsula Mar1ne Inst1tute was evaluated to ass1st in plan
n1nr for tb1. prolra..attc and f1scal ,ear and to 1~sure coapl1-
ance to botb Assoctated-Marine Institute, Inc. standard~ and 
contractual requtreaents tbroulb tbe state of V~rllnlao Tbls 
written follow-up to tbe evaluation ylslt 1s broken down Into six 
aaJor catelor1es and eacb w11l be addres.ed separatel,. 

1. General 
2. f-ac Hit y and Equ1 pent 
3. Administration 
4. Personnel 
S. Proeram 
ti. ,'r ea t ment 

GENEHAL 

Tbe PMl prorra. is .0v1nr tnto 1t. first full ,ear of operat10n. 
Tbe program becan in July of 188~ and pba.ed In botb staff and 
.tudents to full enrollaent by October. Tbe prolraa 1. ander tbe 
direction of David LeBlanc who came to ber1n tbe prol,a. from tbe 
Baton Rouge Marine Institute where be was tbe ~xecutlve Director. 
Tbe Director of Operations is Levi Bass. Levi started at PMI In 
March of 19~9 and came from tbe Crossroad. Wllderne.s Institute. 
Levi was praised by all staff for addtnr cont1nu1t, and disci
pline to tbe prolra •. Tbe leneral appearance of tbe prorra. 1. 
rood and consists of a concrete block bu11d1nr of approx1aately 
6500 sq. ft •• Tbere is a loal to construct a new facllity, but 
tbe current rented build1nr is very adequate until tbis can be 
accompl1sbed. 

Tbe aorale of tbe students Is b1lb and tbey are exbib1tinr botb 
involvement in tbe prorraa and personnel ,rowtb. Tbe staff are 
aotivated and competent at tbeir yarlous ass1rned tasks, altbourb 
a number requested aore cross tra1n1nr at botb PMI and otber 
institutes. Two specific .tall express1nr tnterest in aana,eaent. 
Both of wbom will require .pec1f1c traln1ne and evaluation prior 
to promotion. This sbould be aade a priority. PMl Is currently 
witbout a seama~sb1p instructor wblcb bas forced tbe aanaeeaent 
team to assume tbese responsibilities so tbat quality can be 
"intained In tbeir boat .. intenance and .ea .. nsh1p tra1n1ne pro
Iram. 

Tbe B~ard of irustees and tbe_txecut1ve b1rector bave done an 
outstanding Job of obta1nine .upple.ental funds and equipment in 
additi9n to tbeir VJrrinia Dept. of Corrections funds of 
1350,000. They bave attained a scbool contract whicb lor tbis 

, 

------

" I _. -

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I, 
I 
I 
I 
I 
I 

I 



r' 

-

... 

\. 

comin, ,ear Ibould brinl 1n al.olt 140,000 additional dollar. and 
an additional 115,000 to pay tbeir rent bas been allocated by the 
Newport News Re,lonal Redevelop.ent Co .. lttee. In the past 12 
.onths an additional 113,000 in Irantl, 116,304 in casb donations 
and ISOOO vehicle bas been donated. Tbe credit ,oes to tbe PMI 
Board of Trustees, but tbe Executi.e Dlrectors abillty to .arket 
the pro,raa has been a Ireat lelllDI pOiot for all of t~ele 
donatlons. PMI bas a1.so becolle tbe Ipeclal proJect of tbe Kiwanis 
clubs of tbe entire penlnlula rellon. They bave .et Ipeoiflc fund 
ral'in, loal, tor tbe prolra. tbls ,ear and bav~ lotten both 
Benn1eans and Steak and Ale to Iponsor a lolf tournallent beneflt
in, PMl 1n October. Thls lupple.ental fundlnl brlnls PMI .ore ln 
line with otber ezistlnl AMI non-residential pro,ra~, but there 
still exists the need for 10.e prolra. equlpaent whlch will be 
discussed later. . 

Corrective Actlon: 

1. Identify mana,ement caliber .tatt based on their pertor .. nce. 

2. Develop a cross trainlni program for th~ above statt to visit 
other programs 1n preparation for .. nage.ent. 

FACILITIES AND EQUIPMENT 

Buildings and Grounds 

The matn PWl build1n, ls ln lood condition and throu,b the hard 
work ot students and statf and both flnanclal and equip.ent 
donations by the board It bas been renovated to provide a clean 
comfortable and adequate prolram facility. Tbe actual layout ot 
the interior is workable, but provldes certain problems relardin, 
,ecurtty and supervision. There i. also a lack of adequate class
room space even tboulh tbe .quare footage is available. Tbe 
Irounds consist of a concrete parkin, area and front .idewalk • 
Tbis is the Ireatest draw back to tbls facl1lty because ot lack 
ot parking space. PMI staff and .tudentl bave done an excellent 
Job ln cleanln, and paint in, tbe out.ide of tbe building and 
.akin, 1t as attractive as po.sible. 

Corrective Action: 

1. Construct a wall across the back ot the student .eetin« area 
so that two larK. education classrooms can be added enabling 
educatlon staft to be located in close proxiaity and allo provide 
adequate space tor statt and .tudents. October 1B89 

2. Move diving classroom to current larre education classroom. 
Turn current dlvln, classroom into the Dive Equip .. nt locker and 
.ake dive locker lnlo a .allway for .tudents. Thi, ballwa, will 

.. -
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enhance lupervl.10n and keep Baln office traffic to a atnlaua. 
October 1889 

3. Current s.all education classrooa .. y be .ti11zed for atorare. 
October 1888 

ADMINISTRA.TION 

The aonthly correspondence on all procra., Barlne and populatlon 
reports ls belnr bandIed in an efficient and t1aely Banner. 

Tbe telephone Is belnl bandied effectiYel, and courteousl, by 
both Emma Jones and MaVis Dlson. The security In' both the use of 
the operattonal secretarles olflce phone and In lonc dtstance 
calls needs to be 1.proved. 

There 1s no apparent proviston for float, d1ye or actlYlt, plans 
ln the tront offtce. The system needs to be 1.ple.ented and all 
statf snould be aware of tbe procedures. 

There was no apparent central location for keys. A key bos wtth 
all masters should be establlsbed. 

General flIes were 1n loud condltlon and were easy to access, 
however there were no lnco.lnl correspondence ftles tor staft. 
Job descrlpt10ns were escellent, but each personnel fl1e needed 
to be up dated and ·tbe check I1st followed to Insure all 'lntorma
tlon was ln place. Perfor .. nce acre~aentl and staff evaluatlons 
were not belng placed 1n personnel flies. 

Correcttve Actlon: 

1. Relocate operattons lecretaries otfice to tront receptton area 
10 that both telepbone and fl1e aecurtty can be .. tntalned. 
September 18~9 

2. Keep telepbone 101 on all lon~ diltance calls to be checked 
aontbly. Septeaber 1889 

3. A procedure .ust be eltablilbed tor tloat, act1Ytty and dive 
plans. Posted in EaIDa .lonel office area so clerlcal statf as well 
as I1ne staff wl11 know bow to reach all stUdents and staff. 
September 1889 

4. Personnel tiles should be ap~ated wltb a cbeck 11st ot all 
necessary lntoraat10n Included as a cover pace. October 1989 

5. Incoming correspondence tlles Ibould be establlsbed tor all 
staft. September 1'~9 

8. Establish a key bos In a secure location. Septe.ber 1'~9 .-.. 
I. , 
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Boats and Aquati~s Equip.ent 

The PMl fleet consists of a Dewl, donated 31' Bertra. Sportflsb
in, boat and two • .aller .allboat •• The Bertra. 1. a lanta.tle 
pro,ram vessel and is In need of onl, .1nor work to brln, it up 
to .tandards. Tbe two .allboats are botb for .ale and .bould be 
ass"ned to a responsible .taff in the 1nter1. to .. lntaln tbea 
correctly until tbe, are .old. The developaent of a plan ~or 
needed addltional ye •• els .uch as a ... ller outboard, .uDll.h and 
possibly canoes. 

The PMl divine locker 1. in escellent condU"lon and all .1nte
nance records are up to date. Tbe equlpaent 1. belnc constantl, 
.. lntalned by the PMl dive lnstructor and a .tadent a •••• tant and 
1s a ,ood exa.ple to all of the .taff and .tudent •• Tbe dive 
instructor .bould be co .. ended for bls lood work. 

Corrective Action: 

1. Management Team take personnel responsibility for yessels 
untl1 a new captaln bas been properly evaluated and 1. delelated 
this responsibility. l.-ediately 

2. Director of Operations sbould lnspect all vessels blweekly 
on an ongolng basis. 1_I,dlatel, 

2. A log book for the Bertram sbould be .et up l.-edlately and 
updated on each visit or outln, on the vessel. I.-edlately 

2. Glue aft deck coverlnc on Bertraa; repalnt rub rall and ,et 
Peninsula Marine Institute na.e board .. de up for both the .tar
board and port sides. October 1989 

3. Completely clean both ... 11 .ailboats and .. lntaln in thls 
condition wltb D.O. visltln, the .. rlna a .1nlau. of tbree tl.es 
per week to .. intaln .tatus. Au,ust 1989 

4. PM! dive locker and equlpaent require. no correctlve actlon. 

• Refer to AMI ves.el lnspectlon coapleted by Dave Bender tor 
furtber reco_en"dat 10ns. 

Vans 

PM! currently bas two 15 passen,er vans. The first .as donated to 
tbe !nstitute and has 159,000 al1es. Tbe second ls on loan from 
the state of V1rglnia and has 169,000 al1es. Both are an fair 
condition taking Into account their a,e, but they both need to be 
replaced. 

, , , , 
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Correctlve Actlon: 

1. Purcbase of two 20 passen,er .1ni-buses. 

2e Repalnt donated .an and bave PMl Da.e and Duaber put on tbe 
alde and rear doore 

3. 'Maintenance records abould be coaplete'd weeki, and keJ;'t 1n a 
10, for easy access by lbe Dlrector of Operatlons. 

PEIt~ONNEI" 

Tbere 1s an obvious cobeslyeness wltbln tbe PMI/VA ataft and tbey. 
apeak bi,hly of tbe otber aeabers of tbeir teaa. 

Tbe PMI/VA staff consists of an Executive Director, Director of 
Operations, Adminlstratlve Asslltant, Operations Secretar, 
(part-tlae) five full-tl.~ lnstructor counselors (aeaaansbip 
position is currentl, belnl.filled), a co .. unlt, coordinator and 
two part-tlme van driver •• 

Tbere bave been a total of el,bt ataff turn OYer 1n tbe past 
twelve aontbs wbicb includes 1 Dlrector of Operations, 6 lnstruc
tor counselors, 1 secretar, and 1 van drlyer. Tbe prlaar, problem 
ln birlng bas been In' tbe seaaansbip poslt.lon wltb eacb captaln 
leaving for a higber payln, position. Tbls turn over bas been 
normal for the first ,ear atart-up of a new pro,ra. except for 
the seamanship posltlon. 

The staff voiced two concerns tbat' are currentl, beln, addressed. 
Because of tbe seamansblp instructor position beln, open tbey 
feel they bave to man, advisees and occasionall, bave a class to 
lar«e to handle. Tbey bave a ,ood attitude about tbe 11tuatlon 
but voiced concern and wanted a aolut1on to tbe problea. 

The community coordinator position ls Dew to PM1/VA tbis fiscal 
,ear. The Job 1s deslened to place all atadenta ln eltber acbool 
or employment upon ,raduatlon and follow up on all past ~Ml 
stUdents. He also teacbes emplo,ab11!t, akilis. tie currentl, no 
advisees and aeets In tbe aorn1n, wltb tbe D.O. prior to leaving 
for tbe da,. 

Corrective Action: 

1. A prlor1t, should be ~de to blre aana,e.ent prone ataff tbat 
are mob1le and exhibit the tralts necessar, tor proaot10n wben 
tbe next hirin, opportunIty Is made available. Ongoln, 
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2. The CoamunitJ Coordinator ahould be ,iven the aaae nuaber of 
adv1sees as tbe otber 11ne atafl, ~e abould be pulled 1nto tbe 
teaching schedule as necesaar, to take ao.e of the class load and 
~e should coae to tbe pro,raa each .orn1nc and b, the afternoon 
student aeet1ng everJ afternoon as recularlJ aa poas1ble. There 
needs to be a wrUten activit, plan prov1ded to tbe 1).0. and ... 
dail, loe should be kept bJ tbe co .. untt, coordinator and re-
.1e~ed weeklJ bJ tbe V.O •• Septeaber 1188 . 

~ 

S. Hire a sea.-nship lnstractor as aoon as poasible. Aucd~t 1889 

4. Address Ipeclfic aanaceaent traln1nc plan in tbe perforaance 
acreeaents of appropriate lnatltate ataf'. Aucult 1888 

PROGRAM 

The PMI/VA progra. bas onl, been e.tabli.bed for one Jear, but 
has excelled in .an, are~s. The attendance (IS.SS ,earlJ 
average), erade level increa.es (between 3 and 4 ,ears) and 
placement (100') are real bl-Chllcbts. Tbe d1ve procraa is well 
established also ,1ven tbe weather conditions and tbe lack of an 
offsbore dive boat. The aarine aCience and leaaanship could be 
.uch better established. The aar1ne acience instructor needs 
culdance 1n develop1nc a better pro,raa. Because of tbe anusuallJ 
h1gh turnover in tbe seaaanship position tbls currlculua area bas 
been tbe weakest and needs .tabilltJ. It is i.port&nt to note 
thet the boats Bust be .. intained bJ Itable Itatt until tbe 
posit10n Is filled and tbe person Is bas been properlJ evaluated. 

The p01nt s,stem is based on 1& points per class is effective. 
Tbere are a sufticient nuaber of Itudent trips and incentives to 
keep tbe s,stem in tact. the V.O. expre.sed loae concern about 
having enougb of a var1et, of incentives to ofter and ideas were 
discussed to provide adequate rewards • 

the student progress board needed apdat1n~ and concern about 
having t1me to acco.pl1ab all taska was expresaed. In tJPical 
.ar1ne Institute fasb10n tbe at.ff was verJ bus, and tbey were 
all tr,1ng to keep up witb tbeir various responsibilities. 

Family contacts' were be1nr coapleted but Itaft trainin, re,ardin, 
being creattve In tbe .ethods uled to contact parents would be 
helpful. Parent nlebtl wer.e not betnc Icheduled. 

Corrective Act1on: 

1. The staff !bould be ,1yen a ti .... naeeaent tra1nSne ae.tnar 
to help them '.prove their own ett1clency. Many of tbe problems 
that they face could be solved tbroucb aore effic1ent planning. 
October 1989 

-.. 
1 \ 

" • I 
IIJ 



,.. 

2. There sbould.be a revlew of tbe weeki, scbedule b, tbe Exec. 
and tbe D.O. and a .. ,ter list of all responsibilitles sbould be 
compiled and then. a scbedule sbould be wrUten to best accompUsb 
all of tbese weeki,. October 1888 

3. Parent niebts sbould be scaeduled quarterlJ. Scbeduled for 
September to catcb up and tben ~ld Noveaber, FebruarJ, ~une and 
Aueust. September 1888 

4. Staft training rerardin, fa.il, contactl and aet.ods of accom
plishing them should be held. Noveaber 1888 

5. A ,earl, eoal for faall, contacts sbould be establlsbed and 
tbe ,ear to date total co.pared to loal should be put 1n the 
montbly prorram report. September 1889 

TREATMENT 

The treatment procraa ls well establtsbed witb tbe advisor/advi
see system workini and In place. There current nuaber of advisors 
should be increased to Its from tbe current Dumber of four ena
bling statf to have aore personnel tlae with advlsees. Tbe secu
rity of tbe advisee folders was ver, poor wlth folders being 
located in three separate locations. Staft are also recularl, 
taking tiles home whicb is not peraitted. Certain update sbeets 
.aybe taken for work outstde the procraa, but the complete file 
aust stay at the program 1n a secure location. There was also an 
obvious iack of continuit, tn tbe s,stem of be,tnning a fl1e on a 
student and carrying tbrourb until It Is closed out. There was no 
clear cut understandtng from all staff on who was responstble for 
wbat. The folders themselves bad aost lnforaatlon and were ar
ranged 1n an organized fashion usine indexed dividers. The docu
mentat10n was actuall, done ver, well ln aost lnstances. Tbe 
problems seemed to be tn tbe or,an1zatlon of how the folders were 
ln1t1ally set up and wbo was responlible lor Initial contracts 
and sienatures etcetera.o ~ecause of the reorlanization of tbe 
follow-up s,stem there were no student nuabers asslrned. Tbese 
are currently beinr caurbt up, but sbould coincide witb tbe entry 
date of eacb new student. Tbe operations secretar, should ret the 
file ready and asslrn a student ~uaber the da, a student 1. 
enrolled. The D.O. sbould complete all contracts and let all 
parental stgnatures the ,a, a student .s enrolled and alslln a 
Itatt adv1sor. The advlsors should take care of all otber lnfor
mation witb Iraduation alld Job placeaent beinl coordinated wUh 
tbe community coordinator. 

"b~ opera t ions ,ecret ar y was not conduct inc an ent ranee and exl t 
interview on all stUdents. Wltb tbe r~or,anlzatton of tbe 
follow-up system now bein, completed tbt. will be critical tor 
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these purposes. The operations secretary also needs re,ularly 
scbeduled time on an Institute coaputer to enable ber to Itay on 
track with follow-up 1ntor.tlon .onthly. 

Student meet In,s were effectiYe and bappened three tiaes per day. 
There was loae tolerance ot dilruptlye behaylor which Ihould be 
aodlfied to enable .. etlnls to functton aore ~.ootbly. 

Superyision of Itudentl ••• underltood by It.ff and .tudentl. 
Tbis confl,uration of tbe facility was not tbe best for fbis 
problem, but tbe addition of the "all"ay Iroa back class.'ooal to 
tbe student .eetlnl area and tbe .oyin, of tbe operations s.cre
taries office Ihould 'aproye tbil aspect of'tbe pro,ra •• 

CorrectiYe Action: 

1. Complete revision of the student file .ystem 10 that each Is 
identical. October 1889 

2. Written plan to track chain froa operations lecretary to D.O. 
to advisors in reiard to responsibilities witb file I,stea. To be 
completed with revlslon ot tile Iystea. 

3. Written plan tor supervision at the building, pool and .arina. 
October 1989 

4. Entrance and exit intervIe~~ coapleted by operations secretary 
for follow-up purposes. September 1989 

S. Scbedule time on the lnstltute coaputer tor follow-up pur
poses. September IB89 

The Peninsula Marine Institute has accompllsbed a ,reat deal In 
tbere first Yf;li.r of ope:at10n. "bl1 11 pr1_rHy due to ,reat 
support from tbe Dept. of Corrections, tbe board of trustees and 
a yery dedicated staff. There 1s need for 'aproYe.ent 1n .. ny 
areas, but the success of tbe proc,aa 10 far lndlcates that the 
Itate of Vlrc1nIa 1s ,ettln, the alternat,lYe for kids that 1t bas 
requested. Tbe 1.prove.ents atated aboye sbould oyershedow the 
accomplIshments of this first Juar and In aost cases can be 
accomplisbed lrt the next 30 to 80 days w1th tbe exception of 
certain equipment acquisltlon which dependent upon fund raisln, 
efforts. In ceneral tbe stalt as well as tbe board Ihould be 
commended on their ettorts 1n estabilshlnc a flne procra. tor the 
youtb of Ylrclnla. 
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APPENDII D 

ASSOCIATED KARINE INSTITUTE 

PROJECTED BUDGET rOR THE 

PENINSULA KARINE INSTITUTE' 

JULY 1,1988 TO JUNE 30,1989 



APPENDn D 

PENINSULA HARIN! INSTITUTE 
FY88-89 LINE ITEM BUDGET 
PHASE-IN 
JULY 1, 1988 
*** •••••• **.** •••••••••••••••••••••••••••••••••••••••••••••• 
------------------------------------------------------------ACCOUNT DESCRIPTIONS STATE 

FUNDS 
-------~-----~-------~--------------------------------------PERSONNEL COSTS: 

SALARIES 140,121 
DEFERRED SALARY 6 500 
WORKMANS COMP. INS. ' 
GROUP HEALTH INS. :,~:~ 
SOCIAL SECURITY 10~371 
PENSION CONTRIBUTIONS 3,175 
UNEMPLOYMENT COMPo 847 
------------------------------------------------------------SUBTOTAL PERSONNEL COSTS 170,104 

STAFF TRAVEL 2 500 
STAFF MOVING EXPENSES ' 
STAFF RECRUIT. , TRAINING 6,000 
STAFF AWARDS' INCENTIVES l~ggg 
MEETINGS' CONFERENCKS 2,000 
AUTO EXPENSE LOCAL . 800 
UTILITIES EXPENSE 3 000 
FACILITY LEASE/RENT 11~OOO 
TELEPHONE EXPENSES 6,000 
PROFESSIONAL , LEGAL 500 
OFFICE SUP. , EXP. 1,000 
OFFICE EQUIPMENT 500 
OFFICE EQUIP. RENT OR LEASE 1,500 
POSTAGE , HAIL EXPBNSB 800 
INSURANCE EXPENSE 7,642 
PROMOTIONAL ITEMS , BROCHURBS laO 
STUOENT TRANSPORTATION EXP. 10,000 
VEHICLE MAINT. , REPAIR 1,SOO 
STUOENT OVERNIGHT TRIPS 3,000 
STUDENT MEDICAL EXP. 350 
OTHER FACILITIES EXPENSE 1,500 
ACADEMIC SUP. , EXP. 800 
ACADEMIC EQUIPKINT sao 
ASUATICS SUP. , EXP. 625 
A UATIC EQUIPMlNT 500 
I AT EXPENSE 3,000 
BOAT EQUIPMENT . 500 
10AT MAINT. , REPAIR 1,000 
SEAMANSHIP SUP •• EXP. 625 
SEAMANSHIP EQUIPMlNT 500 
HAR./SCO. SUP. , EXP. 600 
MARINE SCIENCE EQUIPM&N~ 500 
PHOTOGRAPHY SUPP~IES 300 
VOCATIONAL SUP. , EXP. 625 
VOCATIONAL SQUIPKIMT 500 
PHYSICAL BD. SUP. , EXP. 250 
STUDENT AV1RDS , INClHTIVIS 1,500 
OTHER SUP. , EXP. sao 
OTHER PROGRAM IgUIPKarr 1,000 
EQUIP. REPAIR C ST 250 

------------------------------------------------------------SUETOTAL OPERATIONAL IUDGE! 247,071 
cAPITi£-icui,KENT .. ------------------------------------j2:;2'~ 
-~~--~-----------------------~----------~-----~--------~-~~-AMI DIRECT SERVICES 17,500 
AMI INDIRECT COST 52,300 
---~--~-----~-----------~-----~-------~--~--~-----~---------TOTAL FY 88-89 BUDGET . 350,000 
.~ ......................................................... . 
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APPENDII E 

COMMONWEALTH OF VIRGINIA 
STANDARD CONTRACT 

.880506-1 

This contract entered into this 1st day of July, 1988 by 
Associated Marine In.titute hereinafter called the ·contractor- and 
Commonwealth of Virginia, Departaent of Correction. called the 
-purchasing Agency·. 

WITNESSETH that the Contractor and the Purchasing:Agency, in 
consideration of the mutual covenant., promi.es and agreements herein 
contained, agree a. follows: 

SCOPE OF SERVICES: The Contractor shall provide the services to 
the Purchasi~g Agency £s set forth in Attachment A for the ·Serious 
Offenders Training progr .. •• 

PERIOD OF PERFORMANCE: From July 1, 1988 through June 30, 1989. 

COMPENSATION AND METHOD OF PAYMENT: The contractor ahall b. paid by 
the Purchasing Agency a. follows: 

Payment not to exceed $350,000.00 per contract year of services upon 
submission of quarterly vouchers for program development and training 
services delivered. 

CONTRACT DOCUMENTS: The contract document. shall consist of this 
sioned contract, the description or scope of work, general 
conditions, special condition., specification., and other 
attachments, all of which contract documents are incorporated herein. 

IN WITNESS WHEREOF, the parti •• have cau.ed this Contrac~ 0 be 
duly executed intending to be bound thereby. 

By: 

Title: 

Date: 

This contract is approved a. 
~~ ll.b ~,,'-

I 
Title. 

to form by the Attord.y 

4-Z-C' 
Date 

General. . , 
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PURPOSE: The intent and pur~ose of this contract is to estab
lish a time and materials contract with Associated Marine 
Institute to provide the outlined program and trai.nin; service 
to the Depart.ent of Correctiona/Diviaion of Youth Services 

SCOPE OF WORIt: 

2.1 REQUIREMENTS: 

2.1.1 

2.1.3 

The Contractor shall furnish all labor and 
materials, as necesaary, to develop and 
implement a program for aerious juvenile 
offenders. This program should" be designed to 
i nstruc;t the youth 1n the are.s of job 
attainment skills, vocational education, and 
individualized counaellng for the youth in this 
program. 

The service delivered by the Contractor shall 
contain the listed in ATTACHMENT A. 

The contractor shall submit a program outline 
including goals, objective., agenda, and a plan 
detailing the program de.ign and methodology· to 
be utilized in the training program. A written 
outline of the training activities vill he 
planned, briefed, ~roceaaed, and evaluated. 

2.2 PROJECTED ENROLLMENTt The Diviaionof Youth Services 
wili aupply tHe contractor, through court order, 
approxilUtely Slxty (10) atudenta during the course 
year. 

GENERAL TERMS AND CONDITIONSt 

3.1 

3.2 

VENDORS MANUALt Thi. solicitation is subject to the 
provIslons of the Commonw.alth of Virginia Vendor's 
Manual and any revisions thereto, which are-nereSy 
incorporated into thia contract ln their entirety ex
cept as amended or superseded herein. The appeals 
procedures set forth in Chapter 11 of the Vendor's 
Manual are not applicable to contractual .erVlces. 

MANDATORY USE O~ STATE ~ORM AND TERMS ANO CONDITIONS: 
Failure to submit a contract on the official State foe-Tn 
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provided for .that purpo.e shall be a cause for 
rejection of the contract; however, the Commonwealth 
re.erve. the right to decide, on a ca.e by case basis, 
in its sole discretion, whether or not to reject such a 
contract a. nonre.ponsive. As a precondition to its 
acceptance, the Commonwealth may, in its sole 
discretion, reque.t that the contractor withdraw or 
modify nonre.pon.ive portion. of a contractor which do 
not affect quality, quantity, price, or del,ivery. No 
~odification of or addition to the provisions of the 
contract .hall be effective unle •• reduced' t.o wri tine; 
and signed by the partie •• 

PRECEDENCE Or,TERMS: Except for paragraph. 3.1, 3.2, 
3.3, 3.10, 3aII and 3.14 of the General Term. and Con
ditions, which shall apply in all instances, in the 
event there is a conflict between the preprintedgener
al terms and conditions and any special terms and con
ditions which lIlay be typed on 'this fom or elsewhere in 
the solicitation for use in a particul~r procurement, 
the typed special terms and conditions shall apply. 

CLARIFICATION or TERMSs If any prospective contractor 
has questions about the specifications or other 
solicitation documents, the prospective contractor 
should contact the buyer whose name appears on the face 
of the solicitation, no later than five (5) days before 
July 15, 1988. Any revisions to the contract will be 
made only by addendum i •• ued by tne Purcha.ing Agency. 

TESTINC/INSPECTIONs The Comm~nwea1th reserves the 
right to conduct any te.t/in.pection it may deem advis
able to a •• ure .upplie. and .ervice. conform to the 
specifications. 

PAYMENT TERMS. Any payment te~. requiring payment in 
le.s than 30 day. will be reoarded a. requiring payment 
30 .day. after invoice or: delivery, whichever occurs 
last. Thi. shall not affect offers of discounts for 
payment in les. than 30 days, however. 

INVOICESs Invoices for services ordered, delivered and 
acceptea shall be submitted by the contractor direct to 
the payaent addres •• hown on the purchase order/con
tract. All invoices shall show the contract number 
and/or purchase order nuaber. 

DEFAULTs In case of failure to deliver goods or ser
Y1CeS In accordance with the contract tems and condi
tlans, the COIIDonwealth, after due oral or written no
tice, may procure the. from other sources and hold the 
contract.or res51onsiblefor any resulting additional 
purchas,. and administrative costs. ,This!" .,edy shall 
be in ~ddition to any other 'remedies which the Common-
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3.12 
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wealth may have. 

ASSIGNMENT OF CONTRACT: A contract shall not be as
signable by the vendor in whole or in part without the 
written consent of the Commonwe.lth. 

ANTITRUST: By entering into a contr.ct, the contractor 
conveys, selll, a.sion., and tran.fers to the 
Commonwealth of Virginia all right., tit1e,and interest 
in and to all c.uses of action it may now have or here
after .cquire under the antitru.t 1.w. of the Unit.~ 
State. and the Commonwealth of Virginia, relating to 
the p~rticul.r good. or .ervic •• purch ••• d or acquire~ 
by"the Commonwealth of Virginia under .aid contract. 

ETRICS IN PUBLIC CONTRACTING: By submitti'ng their 
contract tn. contractor certify that their 
proposal is made without collusion or fr.ud .nd that 
they have not offered or received any kickbacks or 
inducements from any other offeror, .upplier, ma
nufacturer or subcontractor in connection with their 
offer .nd that they have not conferred on any public 
employee havinq official respon.ibi1ity for this 
procurement transaction any payment, loan, sub.crip
tion, advance, depo.it of money, .ervice. or anything 
of more th.n no~inal value, pr ••• nt or ,promised, unless 
consider.tion of sub.tanti.lly .qual value was ex-
changed. . 

ANTI-DISCRIMINATION: By .ubmitting their contract the 
contractor certlt1 •• to the Commonw.alth that they will 
conform to the provision. of the F.deral Civil Rights 
Act of 1964, a .... nd.d, a. vell a. the Virginia Fair 
Employment Act of 1975, a.am.nd.d, where applicable, 
and Section 11-51 of the Virginia Public Procurement 
Act which provid •• 1 

-: ... 
In every contract o •• r .10,000 the provi.ions in •• and 
b. b.low applyz 

a. OUri"g the performance of this contract, the con= 
tractor agr.e. a. follov.z 

Th. contractor vill not di.criminat. against .ny 
.mp10y.. or applicant for •• ployment becau.e of 
race, •• X, .or national origin, .xcept wt,1re reli
gion, •• x or national origin i. a bona fide occu
pational qualification r.a.onably n.c •••• ry to the 
normal op.ration of the contractor. Th. contract
or agr ••• to po.t in con.picuous places, available 
to employ •• s and applicant. for .mployment, no
tice •• etting fOi:'th the prOVisions of this nondis
crimin.tion cl.us •• 
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The contractor, in all solicitation. or advertise
ments for employee. placed by or on behalf of the 
contractor, will .tate that .uch contractor is an 
equal opportunity employer. 

Notice., adverti.ements and solicitation. placed 
in accordance with Federal lav, rule or regulation 
shall be deemed .ufficient for the purpose of 
meeting the requirement. of this s.ction. 

~ 
The contractor vill include p~ovisions~· of a. above 
in every subcontract Or purchase order·over 
~lO,OOO so that every provision vill be binding 
upon each subcontractor or vendor. . 

INDEMNIFICATION: The contractor agrees to indemnify, 
aefena and h01d harmless the C01IIIIlonvealth of Virginia, 
it's officers, agents and employees from any claims, 
damages, and actions of any kind or nature, whether at 
law or in equity, arising from or caused by the use of 
any materials, ;oods, or equipment of any kind or na
ture provided by thee contractor, provided that such 
liability is not attributable to the sole negligence of 
the using ageney'or to failure of the using agency to' 
use the materials, goods or equipment in the manner al
ready and permanently described by the contractor on 
materials, goods Or equipment delivered. 

DEBARMENT STATUS: By submitting their contract the 
contractor cert!fles that they are not currently 
debarred from submitting bids/proposals on contracts by 
any agency of the COlllllonwealth of Virginia, nor are 
they an agent of any person or entity that is currently 
debarred from submitting bids/propos.ls on contracts by 
any agency of the commonwealth of Virginia. 

APPLICABLE LAW AND COURTS. Any contract resulting from 
this SOlIcitation shalllSe governed in all respects by 
the laws of the Ca.aonwealth of Virginia and any liti
gation w1th respect thereto shall be brought 1n the 
courts of the COIIIIIonwe.lth. The Contractor shall com
ply with applicable rederal, State and local laws and 
regulations. 

IMMIGRATION RErORM AND CONTROL ACT or 1986. By .ignin~ 
this bid or proposai, the bIdder/Offeror c.~tifies that 
it doe. not and will not during the perfo~ance of this 
contract employ illegal alien workers or otherwise 
violate the provisions of the 'federal ~igration 
Reform and Control Act of 1986. 

CONTRACTURAL DISPUTES. In accordance with Section 
11-69 of the coae of Virginia, claims arising out of 
this contract, whether for money or other relief, may 
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be submitted by the contractor for consideration by the 
Department of Corrections, by submitting the claim in 
writing, with all necessary data and information to 
substantiate the claim attached, to the Director, 
Department of Corrections, 6900 Atmore Drive, Richmond, 
VA 23225, no later than (60) days after a payment by 
the Department on the contract: provided, however, 
that no claim may b. submitted unless written notice of 
the Contractor's intention to file the c1ai~ has been 
submitted at the ti.e of the occurence or at the 
beginning of the work upon which the claim'is based. 
The Department shall render a final written decision 
upon the claim not aore than (90) days after the claim 
is submitted unless .the partias agree to an extension 
of time in which the Department .ay .ake its decision. 
If the Department should fail to render its decision 
within ninety days, the Contractor's sole remedy for 
such failure will be that the Contractor then has the 
ri;ht to institute legal action pursu.nt to Section 
11-70 of the Code of Vir;inia. The Contractor shall 
not be ;raneed.his claim or any other telief by the 
Department or any court simply as a result of delay in 
rendition of a decision by the Department. 'endin; 
final decision of a dispute hereunder, the Contractor 
shall proceed diligently with performance of this 
contract, and fnl1ure to do so shall be d.emed a fault. 
~ll time period!1 specified above (except the initial 
sixty day fi1in;period) may be extended by ",utual 
agreement. 

SPECIAL CONDITIONS: 

4.1 EXTRA CHARGES NOT ALLOWED: The contract price shall be 
for tKe compiete serVlcer extra char;es will not be 
allowed. 

4.2 Termination of Contract: If awarded, this contract may 
be t.~Inatea at any tI.e, without penalty to the pur
chasing avency, if in the opinion of the purc~asing 
aoency the best interests of the Commonwealth of Vir
ginia are not being served. 

4.6 ownershiS of Materials: OWnership of all data, materi
als and ocumentatlon originated and prepared for the 
state pursuant to this contract aha1l belong exclusive
ly to the state and be subject to public inspection in 
accordance with the Vir;!nia Freedo. of Information 
Act. ' 

Method of 'arnentt The eontr~ctor shall be paid on a 
quarte:"ly basls with the first payment of 30' of contl:'aet rate 
allotted on July 1, 1988. Th. remaining 70' of the funds .sha 11 
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be divided equally over the remaining 3 quarters with payments 
scheduled on October 1, 1988: January 1, 1989: and April 1, 
1989. " 

PricinQ Schedule: The contractor agrees to provide the 
secvice in compliance with the scope of work and terms and 
conditions set forth herein for the contract period as 
follows: 

Delivery of Trainin; PrograJll Coat: S "350,000.00 

Total Cost to the State Not to Exceed: S 350,000.00 

Findings Confidential: Any reports, information, data, etc., 
given to, prepared for or by or a •• embled by the contractor 
under this agre.ment, which the Division requests is/are to b6 
kept confidential, and- .hall not be made available to any in
dividual or organlzat~on by the contractor, without express 
prior approval of the Division. 

Evaluation of Program: A method of evaluation will be 
developed by tha contractor that incorporate. the number of 
youth served and the quality and quantity of the .ervices 
provided. This evaluative tool will be utlized to improve the 
quality of the program if continued funding i. available • 
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COMMONWEALTH of VIRGINIA 
lHptIi 65LSII tf Comaion.r '0 IOX~ I 

~. \I1I!IGIHIA 2m' 

Reference -

2 .. 1. 3 

'10&1217.1_ 

Jun. 3, 1988 

ADDENDUM NO. 1 

The contractor shall submit a program outline 
including goals, obj.ctives, age~da, and a plan 
detailing the program design and m.thodology to 
be utilized in the training program. A written 
outline of the training and activities will be 
planned, bri.fed, proc •••• d, and .valuated. 

The above is hereby changed to read: 

2.1. 3 The contractor .hall submit a program outline 
including goal., objectives, ag.nda, 'and a plan 
detailing the program design and methodology to 
be utilized in the training program, and will be 
subj.ct to approval by the Deputy Dil'ector for 
Youth S.rvice •• A portion of the program outline 
will be d.veloped in accordance with the 
objective •• et forth in -Attachm.ntS-. 
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ATTACHMENT A 

Thi. program ia d •• igned for youth fourte.n (14) throuqh •• venteen 
(17) y.ar. of ag.. Th ••• youth have u.ually co .. itted delinquent 
act.' in the following ar.a.: burglary, larc.ny, •••• ul~, robb.ry, 
unauthorized u •• of • vehicle, auto th.ft, violation of probation, 
po ...... ion of drug., de.truction of property, .~oplifti"g, .nd 
forgery. Th. purpo •• of the progr •• /.ervice i. to provide. 
pl.c ••• nt .It.rn.tiv. for the youth who •• ch.r.cteri.tic. fit the 
ci t.d profil.. Th. youth .l.t.d to .ttend. this prolgr •• will h.ve 
.xhau.t.d all .ff~rt. by the prob.tion .taff and juv.nile court to 
.ffect any docu.ent.d b.h.vior. 

The .tated purpo.e of the K.rine In.titut. progra. i. to pr.v.nt 
further d.linqu.nt beh.vior .nd pro.ote,_ po.itiv. co .. unity 
.dju.t •• nt for. youth with. prior hi.tory of d.linqu.ncy. Thi. i. 
accompli.h.d through .n int.n.iv. and holi.tic progra. of •• rvice. 
including: 1) dev.lop •• nt o~ individu.lized tre.t.ent plan., 2) 
group and individu.l coun •• ling, 3) r •• edial .duc.tion 'and b •• ic 
.kill. trainin9, 4) pr.-•• ploya.nt training,S) voc.tion.l .kill. 
training, .nd 6) job d.v.lop •• nt and plac ••• nt. Abiding by the 
In.titut.'. philo.ophy, cli.nt p.rticipation i. ba •• d on a point 
.y.t •••• phasizing the work .thic and individual .chi.v ••• nt. 

Individualiz.d coun.eling and in.truction for .ach participant is 
provided by aaintaining an ov.rall ratio of on. 
coun.&lor/in.tructor for .ach •• ven client.. Inltitut •• taff also 
a.si.t participant. in finding job.·upon co.pl.tion of the progra., 
and the progre •• of .ach individual i. follow.d for a .i~i.ua of 
thirty-six (36) .onth. aft.r t.r.in.tion a. part of the progr •• s 
internal .v.lu.tion proc.... '.r.nt.l involv ••• nt i. acco.plished 
through v.rbal cont.ct •• nd f •• ily coun •• ling. 

The ca •• tr •• t •• nt pl.n includ ••• n •• d ••••••••• ftt .howing 
.tr.ngth. and w •• kn ••••• in their .ocial, behavior.l, •• dical, 
.duc.tional and pre-vocation.l b.ckground. ~b. p.ychologic.l .nd 
co .. it.ant packet •• r. utilis.d wb.n d.v.loping this •••••••• nt so 
th.t the r •• ult il • d •• cription of .ach youth'. unique •• dieal, 
•• otion.l .nd .duc.tion.l n •• d.~ N.st th.,. n •• d, .r. tr.n,l.t.d 
into p.rfor •• nc. obj.ctiv ••• Th •••• r ••••• ur.bl. go.l"with •• t 
ti •• li.it. And corre.ponding .ervic. n •• d. to fulfill th ••• goals. 

Ca •• conf.rence. will be h.ld bi-w.ekly to work with the ywuth on 
hi. probl •••• nd di.cu •• hi •• ucc •••••• Thi. conference 1, 9~ •• tly 
••• i.t.d by daily doc·~ent.tion by .t.ff on •• ch student" ob.erved 
behavior and interaction with 'hi. environa.nt. In e.ch new ph •• e 
the ca •• tre.t.ent plan will reflect the ongoing ch.lleng,", fro. 
adapting to an au.tere environaent to g.tting .long with a n.w 
bos.. Each .tudent will have •• taff .eaber r •• pon.i,ble for ca,e 
treat •• nt and p,.rental and e.ployer rel.tion.hip~. 
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ATTACHMENT B 

AMI staff and designated Court Service Unit counselors will ~evelop 
a criteria list for intake, participation and removal from the AMI 
program under the guidelines set by the Deputy Oirector'of the 
Oivision of Youth Services. An evaluation model will ~ developed 
by AMI 1n collaboration with the involved Court 'Service ~nits. The 
Deputy Director will review and approve the completed pr~oram 
procedures. 

Students shall be selected for the AMI program by the participating 
courts. The youth shall be court ordered to attend AMI until the 
youth completes the program or is terminated prior to p'rogram 
completion in consultation with the committing court and/or Court 
Service Unit. The assigned probation officer will be the liaison 
between the courts and the AMI program. 

The AMI is responsible for ~he transportation of students to and 
from AMI· classes. 

Intake for the AMI program will be based on school census figures 
of participating jurisdictions and number of referrals pending 
placement. Students will be court committed to attend the AMI 
program. The Deputy Director of the Division of Youth Services 
shall set the guidelines for policy and procedure. The Deputy 
Director shall also make decisions concerning issues of process. 
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APPENDn F 

COMMONWEliLTH of VIRGINIA 
~tfCDmdUms 

Au;ust 31, 1988 

MEMORANDUM 

TO: 

PROM: 

SOBJECT: 

5th District Cou~t Service Unit 
William O. Barrell, Director 

7th District Co~rt Service Unit 
Walter R. Dean, Director 

8th District Court Service Unit 
James B. Thomaa, Director 

9th District Court Service Unit 
T. Robison Smith, Director 

Glenn D. Radcliffe ~ 
Associated Marine IftStitut.s, Inc. (AMI) 
Referral Criteria 

'.0.10 • ..., 
IICNMCIMO. WlG'NI" U211 

.. ,21701Il10 

As you know, the Penins~la Marine Institute is open and bas 
already accepted its first referrals. To en.~re that Y01ith are 
referred and placed p~rs~ant. to our contract with the As.ociated 
Marine Institutes, Inc. and the Appropriation Act, I a. requesting 
the attached referral guideline. be followed. 

I .ant to empha.ize that yo.th placed 1n ~1 •. progr_ .hCNld be 
.eriou. offender., at ri.k for oa .. it.ent to the learning center •• 
Additionally, all referral •• hould be approved tbro~gh the 
respective regional office. prior to plac ... nt. 

rina11y, I urge all of yow to work clo •• ly with this ne.1y 
.stablished program to .n.~r. that youth placed in the Peninsula 
Marine Institute and th.ir f .. ili .. r.c.iv. the n.c •••• ry services 
and .upport for .uccessful plac ... nt. 

Please feel free to give .e yo~r comments about thla program as .e 
enter the first year with AMI in Virginia. 

GDR: jpr 
Attachment 
cc: O. B. Stander 

Elmira S. Boyce 
C. S" Lawshey 



APPENDII F 

PENINSULA BAaIH! I.S~ITUTE a!rEaRAL CRITERIA 

1. "ale or feaale, 14-17 years of age (at tiae of .d.illion) 
2. Serious delinquent offender - aust be adjudicat.d as having 

committed one of the following offenlel: 
- Auto larceny 

Unauthorized ule of .uto 
- Burglary 
- Drug off.nle 
- Larceny 
- Posl.llion of Stol.n Goods 
- Alsault . 
- Shoplifting 
- Ireaking and Enteriftg 
- Destruction of Property 
- Forgery 
- Weapon offenses 
- Sex Offenses 
- Robbery 
- Delinquent actl which result in violation of probation 

or aftercare 
3. No one placed as a relult of CHINS petition 
•• No first offenders (unless class 4-6 felony) 
S. No waras of local d.part.ents of locial I.rvicel 
6. "ust be resid.nt of Newport N.vs, .a.pton, .illia.lbu~g, Suffolk, 

York County, Ja.e. City CountYJ tsl. of .i~ht County, or Gloucester 
County 

7. Aftercare plan aust be to continue youth 1n faaily or surrogate 
family place.ent 

8. Other non-reSidential .ervicel .Ult be .xhaulted, and youth muSt D~ 
at risk of l.arning center place.ent 

9. All referred youth .u.t b. on eourt-.up.rvi •• d probation 

1. Current locial hi.tory + updat •• 
2. Court Order Ip.cifically a.ntioning '.nin.ula Karine Institute 

and .aking par.ntal .upport d.t.r.ination 
3. Parents' rinancial Stat •• ent 
4. Physical Exa.ination vithin 30 days of adailsion 

aeferral pack.ts should b. s.nt to the •• gional Office for .pproval 
prior to place.ent and wh.r. pos.ibl., c •••• sbould be scr.ened vith 
the a.gional Office prior to CQurt dat ••• 
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APPEHDII G 

tlUte ••••• Sea IlDg 
tIlite ••••• e mHoy 
Blue •••••• Sn n 
1Bd ••••••• 1at Mate 
~ •••••• CBpte1n 

P.M.I. Point Explanation Sheet 

-POINTS ARE II:7l' ~ ••••••••• CI«.Y DReD 

o -Absolutely no effort &de en the sbdent IS part 
-Cbntinuing to act. in a llegati:ve IIaID!r after being wrned 
-Repeated Negati w Bebav:iar 
-Ba"~ to be tald repeatedly Wlilt to do 

1 -Very little effort. Ede an part of sbJdent to UlLZect uegat1:ve 
behaviar after being wmed. 

-still having to be told lIhat to do IIlCh ... afttm 

2 -Ibing what is expected of ,au 
-Cbltinuing to sbcw effort. to WLLect IIE!IIJ2ltive behaviar 
-LitUe ar D) 1IIi!l%Ding aeer!e1. Bhdent is able to Dlwgllize DBgatiw 
behaviar and 1IICI:k em CX4ZiL~ it •. 

UUU'A 3 p.'):int:er is DOt easy to 8CSJIdre ard this g:c&de v.Ul be 91,... by 
1nstz:uctar:s1 decisian ana m.ervatian of sbdentsi .i",.,..-1ty ill werking 
bard. A student ",ld DDt ask far • 3 beam_ tbey 90lmteered to do 
8C111ething cnly to eam a gracJe 3. 

3 

Jk)ing mat .is t!1Cp8Cted am! KIE'e 
-No Deg2ltive bebaviar 1& iIIYolwd 
-taking 1niative 
-IbiDg mat is right ill all cas at all tiEs 
-Bas L'MC'hed the place 1IIhere ,au kn::J.i tlbat is to be dcIDe 'Vithcut baYing to be 
told lIIhat to m:, and WE1'l to do it. 

Jk)te: Etch student is n:spc2lSib le far _kiDg .are they line p:dnt asrds befare 
leaving IIDming Mviaee '!'JEs, and sIIculd .te .un! to ntum it to their 
Ir3visers before 9)ing baDe • 



'. 

Here is a list of Vat we apect of 'Iou! 

2. Participatic:n! 
~ 

3 e laiIdership/ 
Appl:qn:iate Language 

4. Attitude/ 
n s;ect 

5. Clear. Up 

!biB lEans •••••••• 

I 
.1 
I 
I 
I 
I 

-ActJ.nrJ _tmely (DOt tIhi.IIniDJ I 
"",'a1ning or nfusing to 
~te with 1Dst::ructar) 

-lI:X: azgu1D; cr d.i R9Lee1nrJ to be I 
4iat1EiilflJiiCt;fu. ('Jhis 1ncl\des faci.' ..s ather bady j..turs) 

-lie vt 11 ill) to do JCUZ' wark 
-Itm It .... JlElUaity ta.rd any lit I 
..Q) !lot mfu.e to do wbat JOU are 
told to do. 

-cbJb:u1 yaur .:t:1aJs(if JCU lave I 
0""IP'a1nt cr JlEdiiaD, talk1t ow 
with • Btaff I er 
An "I dr:m It care'" ftttibD'l v.Ul r. 
belp JCU get the ..t out of cla! I 

-clean iJdividual 1IICrlt area befan I 
leaving class 

I 
I 
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Explanation of Oltegcries an Point cards (CD'lt:iDJed ) 

C!l.ean Up 

. ~ 

-Make mr:e to &b your part in tI8ekl~ 
.:!v:iaee c1ean-~ tiE 

-IIelp cl.aan other areas in DBU' ar 
arcuJd the .::hcol that you _y be i 

to clean. 

-You ~ do aU of JOUr wrt far 
me full baur iD class 

...aIctbiDJ elIIe D aa:t!4"t.ed (45 mDJb 
is~gccd~ 

-Do MBiCJlBl 1IICIrk cnly 



llhite card 

1ItU.te card ."tny 

-attend IMI 
-earn a ,. sh.irt and bat 
-eligible far c:wemight t:r.I.ps 
-Line pd.vileges ahaad a Sea Dog 

Blue card S" nan 

-earn a So JBn T-shirt 
-all of the lower card privileges, able to bid em itms and trips 
before lower ranks, able to start taking perfect at:t.eD:Bnce days 
(Tuesday - 'lburadays) 

1st Mate 

-earn II shirt gival far 1st Mate 
-all of the lower card privileges, able to bid em items and trips 
before any other lcwer rank, eligible tD start taJdngperfect 
at.ten3ance tIBI!ks aff 

_Allowed to partic:ilBtevith aff- [US 1ID:I1 pd.vfleges, drive to 8Chcol 

OIptldn 

-earn QIptain IS Sbi.rt 
-all of the lower CIIrd lZ'iyj IN.JPS, baYe dJDice of IIfI1 trip ar bid 
itaas ab::we all ather DIlks, able to bIIge -=il.aft:eI:rrxm off daily far 
jcm 8BiIrd1, able to baYe a full day off far' at Job 1JD'"ing, DO p:dDt 
cam, and able to be a .taff 8Dist:aDt 

I 
I 
I 
I 
I 
I 
I 
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IJb Be A: 

Sea Dog 
-B'lt:r.mce into RII 
-Pr J(osibi ) 1 ties 
1. At:t.eId Sdrnl IaUy 
20 Ieam all RII rules am PC" G1J"e,S 

-Privi leges: IDE 

-'1'wo tIII!II!ks perfect atf=av'ence _ a Sea Dog 
-SOD points . 
-<XZ1plete Pre !'.A.B.E. 
-atten:1 2 rea:_t.icmal. activities 
-3 Q:Iurse Q:apleticm cards 
-8 Ara&Dic: Credits 
-5 Q:nmmity Setvi.ce IbJrs 

-~~ibj]'ties: 
1. Maint:a1n lcwer J.evel standaJ:ds 
2. Participate in all IIbdent activities 

-Privileges: 
-aurt am Bat 
cwemight trip eligihi ) 1 ty 

-tine privilege ahead of Sea Dog 
SEAM.1\N 
-!bur tIII!II!ks of Perfect Attsdance as a Swa!:i7y 
-1 SOO Paints 
-attsDd 5 Recz:eatimaJ activities· 
-9 Q:urse ~ cards (5 of the 9 ...t be eamed haa GeE. or 

G. E.D. class) 
-24 Academic: cndits 



All sbdents .ust CXJII)lete all nqui:raErlts in a psrticu.lar rank 
befare ~ prO&Jt:.1an. 

-BIb:&lKJe into IMI 
-RaQuiraIa1t: Attmr3 sctni' Dilly \ 
.De ! tUIS1billty: Lam JIK[ zules ana l*" -tvies 

1. 'Iwo WIlks Gf perfect attsdance _ a Sea Dog 
·2. ~ete PEe T.A.B.E. 
3. At:Uad bID za:a:_1:icnal -=tivities CIn Priday 
4. ct,tai n three CDUrBe CDIIPletian c:::m:ds 
5. Barn eight ....... ic cndit baurs 
6~ Acqnize five (Dlllmity aervice bears 
7. Rave 500 points tat:al or .are 

ItespalSibilities : 
1. lbllow all IMI rules 
2. Participate in all ~vities 

-~: 

1. !bur tIIIf!ks of perfect att:sdanae as a Swatby 
2. Att:I!nd five za:a:wticnal activities CIn Friday 
3. Cbta1n Rine ChzrBe QIaplet:1a1 c:rards (five of these alSt 

be eB.J:Da! .in G.&.. CIE' GeLD. Class) 
4. Bam bally faur .,.....,ie c::ndit bauz:s 
5.. Jcqni re tal CZW'mity .an1ce IaD:s 
6. 111M! at last 1,500 total poiDt:s 

-Ib£t' hS1billties: 

1st llate -",'1 ' .... : 

1. BLght .... of parfect at:t:sdmce _ • fh 
2. a::.plet:lan of llid '1'.A.B.E. CII:' lin G.E.D. 
3. AttsId tal :a:a::t_t1aal -=tiviU. em Priday 
4. ctJla1D bienty-<me CD.JrBe ~letiarl CII:I:ds 
5. AcqI11 ze fift:aen a.unity 8BrVic:I! bau:rs 
6. Bam fifty a$.x ....-iC cndit baurs. 
7. Acqnize fift.el!l1 baurs of Ownmity 8I!rVice bears 
8. Atta'Id CDe CMrm1.ght trip 
9 •. Rave at least 3,500 tctal ~ 
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1st Mate ........ P: ,hasibillties: 

captain ..•. ti ••• Ra;uiralEnts: 

(ccntinu 

1. Q:Int1Ju2 to .u.nta1n nsp:asibillties 
of all lawar levels. 

2. IIaintain awn behavior ccnsistently. 

1. IJ\Ielve WIII!Ieks of perfect attendance 
as a first _te or be ZW; i MiMiM D::!d by 
theReYiw a:.rd Qmaittae. 

2. IIIIge a GeE-D. or 3.0 ~ 1nc:reue. 
3. JIIIve .......... fifteen ftiCiwtianal 

aet:iv1~.[IIays. 
4. 4S a:m-'a.pl.eticn cards. - " s. Icql3fre!~ At:JtI'IPpic CDdit bcurs. 
6. 'Jbree CllWlmight trips . 
7. ~ fift o-mity 8Btv.ic:e hours 

. 8. At lMst 8,000 tDta1 pnnts. 

P [illSibiUtieB: 

1. IIiWIta:iD all lawar lew!! respCllIsJbi 1 i ties 

2. .let _ .. ~ to the ataff _ le,rs 

3. Dh1b1t appa:updatebebaviar at all u.s 
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251 - 375 IIQDI'l'S 
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BALF PlR'l' 

II 

126 - 250 POIN'l'S 

Illi AND SUIi 
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o - 125 POIN'l'S 
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CDJRSE a:MPU:l'I~ 

G. E. D. Preparation 

First Aid 

c.P.R. 

Basic Sw:iDming 

P.E. Activities 

DployaEnt SId 11 s 

0::IIp.Jters I, II, III 

General Educaticm - '1'.A.B.E.- =0 e:d.t 
Beginners Seilaanship 

.Advanced Seilaanship 

Marlin Spike 

Aquatics 

Iblt MaintaJance 

Sailing I 

Sailing II 

.Advanced Sai] tug 

Qu:peiJay 

llavigatian 

II1t:l'tIb:t.ia to IIIIr.iDe Science 

Marshes 

Aquariums 

Beac:bes/Ooeans 

Marine Identificatic:m 

Fishing/mrriculbrre 

Ileal til JIlJt:ritic:ll 



II ~ing 

I I QJderwater Iu1tiDg 

I I lIight Diring 

I I Open later O.P.W.I. 

I I JdvancI!d sc:rJP 

I I Asst. IDst:%uctar. 

I I Dive 'llaster 

I I Rescue 

I I Skin DiVing 
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1" G.E.D. ar Exit 'l.A-B.E. C'DI(lleted with • 2.0 grade level increase. 

2. &ave at leut!!. ~iC Cra!it Bcur:s. 

3. Be the nnk of 1st llate. 

·4. Save a def1n1te pIa. nt prior to grdat.1al. (Re-entrance into 
8Chcol full-t.iE, jd), IIil1tmy ..... 'il(to.anoe, .te. 

5. a:.baviar at bcme, a.aol .., in the a:J""m:l.ty aJSt .e~ standards 
of Directar of qJe.ratials, :e.cutiw Dira:tar, and staff. 

6. 

7. 4, SOO OW!l!lllative paints. 

8. 2B Q:urse Ctlrpleticns CUds. 

1. 3 .. 0 Grade leYe1 .t.nc:reue 

2. A G.E.D. 

3.. a:IIBA OI!rtificatian 

of. Pirst Aid 'PSI .. ..s c:ert1f1s! by 8ad aocass 

5. c.P.R. 1 .... ana c:azt1fia! by JB! C'aas 

6. A.L.S. i .... by 8ed crass 

7. 

8. 3S ~ Q:!ql'Jet:im QmJs 

'. 
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APPENDn H 

COURT SERVICE UNIT PROBATION COUNSELOR QUESTIONNAIRE 

Name: Phone: 

Court Service Unit Number and Office Location: 

Date of Interview: Interviewer: 

Type of Interview: Phone Person-to-Person 

1. Bow many clients have you referred to PMI? 

Of those referred: 

a. Bow many were accepted (enrolled)? 

b. If any were refused, what were the reasons? 

c. Bow many of your referrals have been favorably terminated? _____ _ 

d. Bow many have been negatively terminated? 

e. What were the reasons? 

f. Bave you been satisfied with PMI's reasons for terminating students? 

Yes .0 (please elaborate) 

2. What kind of client would you place with PMI (family situation, peer pressure, 
prior offense history, etc)? 



3. 

4. 

5. 

6. 

APPENDII H 

Bas the problem of transportation or distance to PHI influenced the Dumber of . 
PMI referrals that you aake? 

Yes No 

Are you familiaf with the referral criteria established by the Department of 
Corrections? 

Yes No 

If yes, do you believe these criteria are being followed in all instances? 

What factors would lead you to recommend the placement of a client with PMI 
rather than with a "286" program or a DOC learning center? (focus on 
characteristics of each program) 

When one of your clients is placed at PKI t what do you do to aonitor his or 
her progress in the program - iee. r 40 you have much contact with the PMI 
staff? Are you in contact with the client's family during this period? 

I 
I 
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APPENDn H 

7. Is the client monitoring process different between the PMI, "286", and 
learning center programs in terms of the .. ount and type of client contact 
maintained? 

8. What would you say are PMIvs strengths and .eatnesses? 

9. Have you found PMI's record teeping to be adequate? Yes ____ Ho ____ 
If not, please explain? 

10. From what you have seen so far, is PHI an effective alternative to placement 
in a DOC learning center? 

Yes No 

11. How important is PHI - that is, does it perform a role or serve a function 
that otherwise would not be served in the Peninsula Juvenile Justice System? 

Yes lio 

dam/jgs 6/29/89 



July 27. 1989 

". NIiire of Juc1ge: ________ _ 
Distriet: No. -----

DIlte of Interview: _---"' _____ _ Pb:De: _ In PerscIl: _ 

(1) As you mow, PHI opened its dears last August aDd bas DOlI been in 
operatiC2l far alm:st 12 IIEIltbs. Apprax:imately how IIIllY juvmiles 
have yal crderel into the PMI ilLOIIlldiiI? 

What is your impt'esslC2l of the Pm prc",nw? 

(2) !'rcm ycur perspective, what type of j1m!Di1e offeDder would -=-t 
likely succeed at PHI? " 

(3) to j'Ol think PMI is ar C4IZl bea:me In effective alterDlltive to 
plac:ement in a IXX learning amter? _m ----1fJ 

--------

APPENDIX I 



(4) As a coeducaticnal pro;rllD, do you t:b:iU Pm is equally effective 
far males IDd females? _Y'ES _tr) 

(5) If yru o::W.d c:ban;e c:oe IDd aUy em tltiJl; about the way Pm 
operates, what would it be aDd h:JIf would ycu go ~t it? 

(6) Is there ~ else about the p:tcqLam that !CU t!Wlk we sbcW.d 
know? 

~ (II) 

APPENDIX I I 
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)ugust 2S, 1989 

'. 

Dlte of Interview: ____ _ 

1. Before a:miriq to 00, were }'W eapl.oyed by IDOtbI!r of the IDoc:iated 
Marine Institutes, IDe.? YES: _ 11):_ 

If yes. what IDstitute(s) m:! 1Iba.t positicm(s) did!CU hold? 

2. What are ycur respcmlbilities IS tbe Executive Direetar? 

if 3. BoIf de these nspcIlSibilities differ fraD t:lae of tbe DiHctar of 
~tiCllS (i.e. wbat cbs ~ do that !Ql bit)? 

4. a. What role do yw play in the recruimmt of Pm sbD!Dts? 

b. IDes Dave Piercy still review tbe recards of PHI enrollees to 
determiDe if they IRtch IXX:ls refernl. criteria? 



s. libat role do ya1 play :in the sdle'luJin; of CXIQrSeS? 

Eo 

6. Are YQl satisfied with the c:urreDt Rtbcd of scMdl11in; classes ;md 
assigning st\dents? YES: _ 11:): _ (If DO~ reoar4 ~) 

7. &. Who at PHI is ~e far settin; up IDd m:intainin; the 
st\dent rea:zrd files? lIbat role is played by the Di.rectar of 
Operaticm, the iDstructars, the operatials secretary, IDd 
bxlkkeeper :in this process? 

b. Are there pro:edures far IIIiIk:iDg sure that ~t recard files 
are c:r::mplete and up to date? If SCI, wbat are they? 

8. &. 1ihat is the relatimsb;p hetwm P!I aDd the \'irglD:ia 
Department of Carrecti.c:m (Cl!Dtnl office, ngicmJ., 
office, lccal a:lUrt RrVice UDits)? 
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b. Is there anyth:iD; l'Ol 1ICUld l:iJre to see dale to cbange these 
reJ.atiCllShips ? 

c. We UDderstard that Newport News bas appointed em iDdividull IS 

the liaisal betweeD Pm m! their Ccurt Service tmt peramel. 
Vould YQl like to see such a liaiscm estM'; s1w! betwIIeD Pm 
and the other Ccurt Service tmts? 

9. b often duriDg an average week de you meet with the other Pm 
staff JDeIDbers? libat de yal try to acx"aIIplisb :in these meetiDgs? 

10 a. In your opiIdlZ, 1Ibat are the reucms far the failures ar 
Degati ve tenliDaticm that lave occurred :in the put year? 



b. What type of juve:oile offaer is &at likely to succeed at Pm? 

c. Do you believe that Pm sbculd be nr4tricted to CIlly sertiD; 
juvmiles wbo are at ·risk of beiDg IIIlt to a IX:c lema.iJl; center? 

d. Several juvenile prcbatial officers have referred to • JII!III:) sent 
Q1t by PKr which desc:r:ibed tbe type of ;iuveDile offender best 
sui ted to the Pm~. Did this JII!III:) rei .ii,wm3 tbe use of 
referral criteria that are less restrictive tbin thcae sent Q1t 
fran tbe rxx: centnl. office? 

11. a. Are there myvritteD proee!ures far bmDiD; IE'iaus 
incidents? 'm: _ K>: _ If !IS, what are they? 
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"d. We beard fran a prabatiCil officer that tbere was • "Dear death',' 
:i nd dm:lt. duriDg a trip to Berth CaraliDa IDd fran the files we 
learDed that two PKI stments were tenl:i.Datecl after tbey 
l:m;larUed a surf shop in NIgs Bud, ltIrth CaroliDa? Vould 
you tell us abc:Alt ,these iJrlcSmts m:l bcIw tMy were doolMlted? 

12. llbat wculd ycu sr:I are the curreDt strqtbs of the PMI progum? 

13. What are the current weaknesses of the program? 



14. When a Pta student has been idmtified IS baViD; a particular 
prtlblem (family, substance abuse, bebavicnl, etc.) do you attempt 
to arraDge special ccun.c:e1i~ or t:reat.-lt far these students? 

15. b DI.lCb staff tuxnover bas Pm aperimced :in its first JUr of 
operatiCll? 

16. 

D.O. : Gertis IDd Bass 
IDstruet:ars: Bergbe, ____ ...I' Belen; 

~ ____ -..J' Jeff: 
captains: Tazl, Tim, ___ ~; 
~ticm Secretary: JaDes 
EIookkeeper: Diml 
Van Drivers: , 
Camami ty Co-ardiDatar: Keith 

17. Are there written jab descriptials wbich outl:iDe the different 
respcrlSibilities of :iDstructc:n, the Directar of Operatials, 
Exec:uti ve Directar, Pri n; stratift suppzt, ftD driftl'S, ad the 
Cazllllmi ty CDord:i.natar? If yes, ay ... haft c:qUs? 
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18. tlbat ptC9fe5S bas been lIIIde by the Cnmwmity CcardiDator thus far? 

b. In the interim, what plans do YQl have to mbance the present 
facility? 

20. b can Pm expect to serve the jurisdicticms of SUffolk C:i. ty m! 
the Cc:ulty of Isle of Wight and not provide trauspartatial to 
juveniles referred freD these jurisdictialS? 

21. In the July PrC\lUID Narrative there is a referex:e to • SlS,OOO 
dcmtial to "defny gpenticml c:mts. II Ibr is this a:mey !Ie:iD; 
used? 



22. Is there any plan to ask the sc:b:rll affic:ia.ls in !QJl" aervice area 
to rec:cgni%e Pta: , s IcadEmic efforts by giving students lIbo wish to 
re-1!DrOll in lccal sdxlols s::me k:'iM of credit far the wcrk they 
.~lish at Pm? 

23. Is there any thin; ycu 1Ulld like us to tDoIf abcm the PIc;%1IIl that 
we haven't talked ab:llt thus far? 

'l'hank ycu far ycu IDd !QJl" staffs I 1Ibale haIrt:6J CItH:Ipi1l'aticr1 
in this evaluatial. 

We will sa ycu a draft of the report at the IDd of September IDd 
ycu will have a cbm:e to resp:md to it IDd suggest c:baDgts .tEe 
ycu th:i.nk there are emzs ar amri ssicms. 

I will be glad to CXIDe to Pm in Octcber or NoftIIIber to present the 
evaluatial findiDgs to !QJl" staff or BaIrd, if ycu 8) desire. 
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APPENDIX I: 

August 25, 1989 

Date of Interview: ____ _ 

1. Before o::millo to Pm, were ycu earployed by IDDt:her of tlae Assoc:i.ated 
Harine Institutes, IDe.? lES: _ 1«):_ 

If yes, what Institute(s) aM what pasitlal(s) did JCU bold? 

3. What are yolr respcmibilities u the Direc:tar of OperatUm? 

4. !Dr do these respcmibilities differ frca tbaIe of the DrIIcutift 
Director (i.e. 1Ibat does Due do that !Ql bit)? 



5. 1Ibat role de :ycu play: D 

a. in the rec:ruit:meDt of PKr students? 

b. in the scheduliDg of a:mses? 

6. Are you satisfied with the cummt metb:xl of ......"Jli~ cluPS and 
assi;nl.llg stlJients? YES: _ 1«): _ (If IK), rec:ard mswer) 

7 c a. lIbo at PKr is I~le far RttiDg up IDd Mint,;n;n; the 
student reccrd files? 

b. Ibes AMI require thmt :ycu use particular fCl.'lS :in .~ up the 
files or can PKI staff 4esign far:ms to fit t:belr CMl special 
Deeds? 
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c. Are there prccec!ures far IIak:i.nq sure that stl.ldmt recard files 
are CXIIIPlete aDd up to date? If 80, what are they? 

9. ". lIbat role do JCU play: 

a. the operatial of the tnDspartatial system? 

11. in prtrJidiDq infarmatiCll about PHI stuamts to the juvenile 
pr:obatiCil tDmSelars, j\1Jge5 IDd fllllily.mbers? 

10. We understand that Newport Hews has ~tecl CD! inr:!i~ IS the 
t liaisal between 00 aDd their Court Senice Uait persamel. 1faul4 

you like to see such a ] oj ai sm establi shed betwam Pm m! tbe otber 
Court Senice Units? 

" 11. Bc:M oftE!!l duri.b1 III avera;e week do !CU .eet with tbe other Pta 
staff members? What do JCU try to aca:mplish :in these 1DIetiD;s? 

I 



12. &. In th:inki.Dq al:a1t the kiM of ju9mile offsders that have been 
eoro.'!JJed at 00, what type of juV'eaile offender is IIIlSt likely to 
succeed at OO? What type is the .. t un]; i:ely to succeed? 

b. In ytJUr opin:i.al, what are the reucms far the failures ar 
Degati ve terminaticns that have cccurred :in the past year? 

13. a. Are there any written ~ far b;mdJin; seriaus 
incidents? YES: 11): U yes, what are they? 

b. b are serious :iJ:lcic!ents dccI.aeDted? 
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15. What are the current _akDMses of the prc;zam? 

16. If)'Q1 cculd chaD;e CD! th:i.ng about the ay Pm operates, lIbat 1ICUl4 
it he mi ~ 1IO.Ild you go ab:lut it? 

17. 1IbeD a Pm student has bleD idlDtified u bariD; a pm:ticular 
pn:ablem (fllllily, IUbstaDce abuse, bebarirnl, etc.) do you attillpt 
to arrm;e special CltQl.ul ;ng ez' tnatDBlt fez' tMse mD!Dts? 

lB. Is there any th:i.ng you wculd like 111 to me. ~ the prc;zam that 
we haven I t talked Il:olt thus far? . 
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APPBNDII L 

August 7, 1989 

nmau::TICN: 1I»!OU laICIIf, IX:JS is c:x:DJuctiDg III enluaticl1 af the 
PmliDsula ~ Institute·., that tbe Gelm'al AlMnhly willlw !letter . 
informed Ihcut the progt.. We are :illterrif!ldJl; tbe staff at JI!I :ill 
crier to leam alDlt Pm aperaticm&l. proc:s1ures IDIl to get JCUr om 
perscml opinial atalt bow tbis Jd.Dr! of J*egI& Ib:W4 !Ie rim. ~:is a 
CDlfid!lltial interview. Yeur DIllIe will DOt appear :ill cur .val.uatial 
rep:lrt aDd willlJ:)t be asscxiated with lIlY 'Vin;n;em you ay after. 

N:7l"E: '1here are alot of questiCDS, ., pl.eue try to restrict !CUI' 
a:mDents to the questiCll being asked. 'ft£e will be t:ime at the ead af 
the interview for ~ to tell us anythiD; that hasn't been addressed. 

1. Bc:M lmg have you wcrked for Pm? 

2. Prior to ycur employment with Pm did you have C1Y otber job or 
experi~ wcrkiD; with IdolesceDts cr deliDqueDt 'JQlth? 

R) _ 'YES (if yes, reazd 1DftIer) 

3. What formal educatialal tra:iD:i.D; have JQ1 hid? 

s. When you think W1t the ccurses you have been asked to iDItruct, eSc 
!CU feel that you have bad ldequate tra:iD:i.D; or educatial to teach 
these ccurses? _'YES _WJ 

6. Have you received my CXQtSe-felated ~ frca DI? 
_R) _YES (reazd) 



7. Are you required to write lesscm plIDs tar your amses? 

_R:) _m If yes, does IDytme review ar appLove these plaDs 
Ware tbe le.5SClliS are given? If:res, who? 

8. Bow are the CDJrSeS sc:twhJled at Pm? 

9. b do students get assigned to these c:anes? 

10. Are ~ taught CCIltin\OJSl.y with stuaeDts fllDteril:l; IDI! then 
exiting after they attaln a c:erta:iJl praficimcy in the subject 
.tter, CIt" are CXlUrSeS set up to run far a certain maber 
of days so that all the students fiDish their c:curses at the 1liiie 
time? 

U. Are you satisfied with the R'J ccurses are .:bGJled? _m_WJ 

If not, how wa1ld you c:bIDge thiDgs? 

12. Are you satisfied with tbe BY stuaents get 'ssigned to JCIUr 
cJasses? _YES ..-.JD 
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13. Ib you feel that the classro::m aDd teadUDJ materials ycu have been 
provided are ldequate far the ja) you are tryiD; to do? _YES _N:> 

If DOt, are there thi'9s which CDJld ))e ckme to iD;2rove ycur 
resources that are DOt lIein; ckm? If yes, wbat ~ a::W.d ))e 
dale? 

14. b many sN3ents do you c:urrmtly Idvise? 

15. What are the duties aDd respc:mibilities of an 1IIivisat? 

16. Bow do stllients get assigoed to an Idvisar? 

17. When a DeW advisee is assigDed to you, at wbat point do ycu read 
hislber sor::i.al histary ar ~caJ. evaluatial? 

18. What role does the Idri.sar play :in the devel,..,..,t of a rItudosat's 
case treat1DeDt plan? . 



19. b do you ;0 alDlt 1ettl.D; the iDdividual goals IDd objectives 
far your Idvisees? 

20. Are sep:-ntl! goals estaJil;sbed far the time the studmt is at Pm 
IDd f.ar the tiles the· student is away freD Pm? ... _m _Jr) 

21. Vbo at Pm is ~le far setting up lim maintaining student 
files? 

22. In general, have you ft'Amd that the studeDt files are a:arplete IDd 
that they are helpful to you in tryiD; to learn about yew: .m.es? 
_m _lCJ 

23. What role do the advisars play in _tiD; these files? 

24. libat bas to be dme to fill aut a "mlthly repxt" ell a 8tul!eDt? 

25. Bas there been eocu;b time to a:arplete "Ialthly rep:ts" far all 
of your advisees? _m _'If:) 

If DOt, bcw do you dec:i4e wben !CU Deed to fill CDe aut? 
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:t.-:i. l/lxl receives the lII:I1t:bly reports IDd lIbo is lespmsible far ..,;tin; 
the rep:rts cut? 

'Z7. 0 b IIIldl CCIl~ de ~ have with the parma ar guardiaDs of ycur 
advisees? . 

28. Is this CCIltact ma.:intained 1Iben the studeDt :is at the detenticn 
. center? 

29. Vhat percentage of the pareDts ar ~ ycu daal with just bit 
care ab::lut your effarts? 

30. Bow often do YQ1 talk with yazr Idrisees' prabaticD ~ars ? 

31. Dlj yol feel you are get~ III ldaquate IllaJDt of G"jdance ar 
directicIl fran the Direc:tar of ~t::i.cIIls ar fmD the Executive 
nirec:tar? 

32 VheD dealing with student prablflllS, Ills it bam ... clear to:YCU 
when II ~t!III is 80 great at' CDIIPla that the the Direct:ar of 
Operatic:ms or the EIreoltive Direc:tar sbc:W4 J. DOtified? 



33. FmD ycxJr petspective, what type of jUftDile offeDder wculd IIIOSt 
likely succeed at PKI? 

34. In ytIUr opinial., is Pm recei~ cl.ieDts 1IbD Ire apptopLiate to the 
stated gcals, philosophy IDd wJm:jss:i.cm criteria of the ptugI_? 

35. In yoor opiniCll, what are the IIDSt CIDD:m relSCD!!far the failures 
or negative terminatic:m that tbe pr:ogllm has experieDoed? 

36. As a c:oeducaticmal ptogram. do !W thiDk Pm is equallyeffec:tiw 
far Dales and females? 

37. If j'CU cculd dlaDge ale aDd ally cae thiD; about the way Pm 
operates, what lICUld it be IDd how 1ICUlcl !Q1 go about it? 

38. 
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APPENDIX M 

Ten (10) Most Frequent Committing Offenses by Learning Center Students 
FY1986 and FY198i, According to Level of Seriousness 

Frequency 

682 
287 

83 
73 
72 
68 
33 
27 
26 
25 

459 
415 
312 
112 

81 
70 
51 
47 
22 
22 

58 
54 
12 

7 
6 
4 
2 
1 

27 
25 
13 
10 

9 
7 
2 
1 
1 

Offense 

Violation of Probation 
Larceny - Petit 

Levell 

Destroying Private Property - Vandalism < $200 
Auto - Unauthorized Use 
Shoplifting < $200 
Trespassing 
Fail to Appear/Capias - Violation of Court Order 
Possession of Stolen Goods (Receiving stolen Property) 
Cursing, Abusing, Obscene language 
Disorderly Conduct 

Break and Enter - Unarmed 
Larceny - Grand 
Assault (Simple) _ 
Auto theft 
Burglary - Unarmed 

Level 2 

Destroying Private Property - Vandalism 
Forgery (ChecKs) 
Weapon - Concealed 
Destroying Public Property - Vandalism > $200 
Shoplifting > $200 

- Level 3 

Assault (Felonious) 
Robbery - Other/Unspecified 
Robbery - Attempted 
Maim/Mayhem 
Carnal Knowledge of Child 
Shooting into occupied vehicle 
Shooting into occupied dwelling 
Manslaughter - Involuntary 

Robbery - Armed 
Sodomy Forcible 
Rape 
Rape - Attempted 
Other Sex Offense 
Kidnapping 

Level 4 

Murder - Attempted 
Murder/Manslaughter - Voluntary 
Use of Firearm in Committing a Felony 

* Less than 10 different offenses. 




