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I. DESCRIPTION

—

A, THE PROJECT

1. Background Information

P.O.R.T. of Crow Wing County, located in Brainerd, is one of several
residential treatment programs for criminal offenders now receiving funds
from the Governor's Commission on Crime Prévention and Control. Currently
the project is being used as an alternative to incarceration for youthful
and adult offenders who have beén convicted of misdemeanoré and felonies,
Offenders accepted into the prégram are to be those who, while representing
no threat or danger to the safety of the community, are nonetheless indie-
viduals who, in the opinion of the court, need ﬁore supervision and control
than can be realized through traditional probation. It is a primary goal
0f P.0oR.Ts to provide the courts with a mediate dispositional option which
can serve as én alternative to the traditional dispositional options of pro=
bation and commitment. It is also a project goal to be more effective than

were either of the two traditional dispositions.

In the current fiscal year the project's budget is $92,378.00, $45,538.00

"of which was awarded to the project by the Governor's Commission on Crime

Prevention.and Control and $6,092.00 of which was directly awarded by the
state. Crow Wing County Welfare Board, which sponsoxs the project, has made
a matching cash contribution of $40,748.00, which the‘county received from
the state's Department of Corrections through theWCommunity Centers Act.

In addiﬁion, the project recéives a $45 a month administrative fee from the

Northern Pines Mental Health Center (NPMHC) for which it operates a four-bed

I
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Receiving (Detoxification) Center.. The Receiving Center is supervised by

' P,O.R.T. staff and is manned by its residents and counselors. While NPMHC
directly pays $2,000 a month in wages to the P.0.R.T. residents and counw=
selors who operate the Center, the only revenue the project derives from it is

the administrative fee and approximately $20 a month for utilities.

The project was first awarded Commission.funds in November, 1972, and
at the time data was collecﬁed for this report it had been receiving funds
for oneé year and had been in operation for eight months. The chronology of
the project's development has been as follo&s. Between January, 1973, when

2awarded funds were first received, and Aprii, i973 P.O.R:T. hired its direc=
tor, assistant director and staff. Final érréngements for'the purchase and
leasing of its residences were also completed in April and in May, the fiést
six clients were admitted to the program. By August, 1973 the project had

admitted twelve clients and in October, 1973 it reached its capacity of

fifteen clients.

The project is uniquely situated on an attractive site, which affords
it considerable privacy and yet which conveniently places it merely a few
“blocks from the heart of Brainerd., Seclusion for the project is afforded by
its location on a bank of the Mississippi River where it is bounded from be=
hind by a Division of Natural Resources equipment storage area and on its
sides by streets, It adjoins no other residences énd its neareét‘neighbor
is actually anyelementary school on the opposite side of one of the adjacent

streets. GConsequently, because the project is not highly visible to commun=

ity residents, the project's clients are free to use its grounds without the '
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- possibly inhibiting effects of public scrutiny. While the project's sur~

.

roundings are not densely populated, the project is not situated -in a remote
area., It is actually within walking distance of most of the firms which em=-
ploy project clientele and most of the institutions, organizations and agen=

cies to which the project makes referrals.

The residences occupied by the projecf are two old, spacious and com=
fortable wood~frame buildings, once owned by the Burlington-Northern Railroad
and at one time part of a railroad hospital. Formerly a nﬁrses‘ quarters,
the larger house of the two haé been converted into the main dérmitory while
the small, house, which had b;en a doctors! residence, has been primarily‘

remodeled into offices. The county purchased the buildings from the rail=-

road and rents them to the project.

AP.O.R;T.‘has achiéved a relafively'high level of community support that
has manifested itself through organizational endorsement of the project and
citizen participatioﬁ in its progfams. it has, for example, received the
endorsement, and in some cases, active cooperation of each of the following
groupé: every area civic organization such as the Lions Club and A.AUWW.3
the administrators of allkthe area's human services programs such as the
director of the Social Service Center; the school counselors; the city coun=-

cilmen; and the county commissioners.

The project also enjoys the Support of many volunteers, including some
of the community's most prominent citizens. Serving on the eighteen-member
Board of Directors are people who occupy influencial positions in business,

government, education and the professions such as, for esxample, the State

-3-



; ; i ief and the high
'S naﬁof county and district court judges, the police chie
e ’ |

.

. .
'S . . r \Y o] cO

54 .s' leading community
that assist the project also count amongst. their members
a ' . .

gu L] ] GR.T.

3 ]

1CE.

‘ ident
t's evaluation committee and 2 bank preside

Hospital who chairs the projec

. o .. . - ..
who chairs the project's finance ;ommltte

' ' i ity can be
P.OR.T.'s initial high level of acceptance 1n the community

3

. .
i i successively sought 1
. _dividuals and organizations
terested individua
programe In

. . g
t

' ich, during that year, in=
merits. They then organized a speakers' group which,

. . . . . . . ’

)

. the community.

h

g
g

through impetus from within the community.

i s
group and subsequently into a Board of Director

i dvisory
ers" group into an ady -
n and it was the Board that formally es

is an outgrowth of eommunity concern,

.

;4_'

The genesis of the initial speak-

|
|
|

a community enterprise. The third reason for community acceptance is that

key leaders in the community power structure are project Supporters and parw

ticipants., Their backing effectively neutralized any potential organized

opposition to the program.

The project itself took initiative to neutralize an& fear or concern
amongst its most immediate neighbprse Before the project's residences were
purchased, its staff visited the twenty nearest homes in the vicinity to in-
form the neighbors aboﬁt the impending purchase as well as'to explain the
project to them and to discuss‘with them any objections that tgey might have
to it. Only one person, whose expressed concern was for public safety, was
discovered to have objections to'the project. fhe personnel of the project's
closest neighbor,Athe elementary school, were immediately informed about the
project. To establish good relations with ﬁhe school, the project invited
’if to have one of its staff visit P.O.R.T. to become familiar with it and
then serve as a member of the project's admission committee. One of the

school's teachers, accepting this invitation, joined the committee and is

the school's liaison with the project.

Public support for the project, however, was somewhat shaken.when, on
the same day, four residents fled the project and committed new offenses.
It is the director's view that, until this incident occured, the public's
conceptiOn of the project was naive. Prior to the incident it was popularly
believed that once ;n offender was admitted to P,O.R.T. all of his objec~
tionabie béhavior WOuld.ceaée; It is now recognized that it is impossible

for the project to be completely successful and that some of its clients will
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engaBQ 1Q‘Qndgsir;ble apgivi:ies;i}Consequently the ipcident generated a more
geaiiétgcyappra}Sal of the projecﬁ'g cababilities,-thoﬁgh-its outspoken sup=
portetsibave grown less voluble in Fheir support. The incident also resulted
in a temporary suspension oé referrals by courts and corrections officials
who had until then cooperated with the project. More will be said of this

ineident later.

Though some individuals have voiced their opposition to the project,
organized opposition to it has not materialized. Those objecting to it are
a few members of the Qolice debartment, a county attorney and ; private cite
izen. Given the few complaints that have been directed against the project
despite the aforementioned incidént, community 6pposition is apparently neg-

ligible while support appears to remain strong.

'The community has several forums in %hich it has opportunities to pro~
vide advice and assistance to P.O.R.T. and opportunities to participate in
its operation and adﬁinistration.‘ Representatives of the community continue
to serve on P,O.R.T.'s Boérd of Directors,and are also ﬁembers of each of
the following committees: the advisory committee, the evaluation committee,
the finance committee, the employment committee and the admissions committee.
Comprised of both professionals and very involved citizens, these committees
are assisting the project in finding alternative sources of financial Supe~
pdr;, in assessing its impact an§‘in securing employment opportunities for

its clients.

Responsibility for representing the community's paramount interest,

public safety, rests with the admissions committee. Its members, if they

-

x

believe a candidate poses a threat Ep the community, have the'authorit§ to
deny him access to the program.' The éecision of the committee members is
decisive because they hold three of a possible six votes and a candidate
must receive a majority to be admitted. While they could veto a candidate,
and while "no'" votes have at times been cast, the committee has yet to ex-

ercise this authority.

People occupying the following positions currently sit on PeO.R.Te'sS

seven~member admissions committee:

1. Chairman of the P.0.R,T. Board of Directors (Chairman)

v

2., A Law Enforcement Officer from the city

3, A Law Enforcement Officer from the county .

4, A School Teacher from the neighboring elementary school
5. An Official of Minnesota C.E.P.

6. - 7. Two Citizens who volunteered for this activity

A candidate for admission must select three committee members, one.of‘
whom must be from law enforcement, who will finterview him, vote on his ad-
miséién and, if he is accepted, make recommendations suggesting the things

he need work on while in the project.

2. Project Goals

The project's goals, as formally stated in the 1973 grant application,

are as follows.

1. provide to the Juvenile and Distriét Courts an effective
alternative in disposition and sentencinge

.2. Provide an effective treatment program consistent wi?h
public safety at less cost than that of traditional in=
stitutional care.

3., Reduce negative behavior by providing each resident a
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- positive environment, conducive to the development of-
improved social, vocational and educational skills,

R within a comprehensive treatment program which utilizes
all available, community resources,

'~ * &4, Provide positive role models through the residential
- counselors, ' ' ’

5. Develop a longitudinal continuity of services by famil=
iarizing the resident's family with the treatment prin-
ciples employed in PORT and train them to actualize the
same principles in the family's home enviromment.

6. Utilize the resident's family, friends', and contacts'
knowledge in developing behavior objectives to be ex-
tinguished or encovraged. '

7. Provide a wider range of behaviér'than that: of tradi=-
tional institution care, yet closely monitor the beha=-
vior with a contingency plan. -

In the director’s opinion there are other goals that, in addition to
these formal goals, the project will fulfill., One such goal is to empiri-
cally demonstrate that a P.0O.R.T. program can achieve its gogls in a small,
rural and conservative community. It is_ his view that the Crow Wing P.0O.R.T,
?r&ject is an experiment which, if successful, willvprovide demonstrable and
practical justification for establishing such programs in similar rural com=
munities.' A related goal, again seeing the project as an experiment, is to

‘.

contribute data to the correctional system's ever-growing body of information

on community corrections,

Another goal is to havéicommunity corrections become an integral element
of a consistent and overall human'services delivery‘plan. The director has
_observed that while there is an area coordinating committee of human services,
it has never considered corrections to fall within its purview. It is there=

fore hié;intentiOn to have P,0.R.T. be considered such a service. Once this

is accomplished, the goal is g then have P.O.R.T;‘establish‘COOperative and

.

w8

]

’

coordinated relationships with other human services organizations already
suited to meet some of its clients' needs. This cooperation, it is believed,
should make it unnecessary for both the project.and the other organizations

to wastefully duplicate each other's services,

3. Staff and Staff Organization

P.O.R.T. of.Crow;Wing County currently employs three full-time paid
staff members, one part—tiﬁe paid staf” wmember and four volunteer part~time
live-in counselors who receive room and boaré; There is another volunteer
counselor position, but its occupant neither liveé in nor receives remuner=

ation for his services.

.Presented below are the titles and responsibilities for each of these
¢
positions, in their descending order of authority.

Executive Director. The executive director is primarily responsible,

for the overall administration of the project and for extra-project relations

A

with the community. It is his responmsibility to establish, develop and sus=

tain relationships with all individuals and organizations within the commun-

ity that are interested in the pfoject or that can in any way serve it as a
resource., Keepiﬁg the community informed about the project is similarly

his responsibility. In thesé capécities he is the project's liaison with

the court, advisory groups aﬁd community agencies. Additionally, the director
recruits and trains‘volunteers. As the project is to receive funds from the
Governor's Commission on Crime Prevention and Control for no more than threg
years, it is also the difector's‘reSponsibility to seek for the project ad-

ditional and alternative sources of financial support. » .
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Assistant Director. The assistant director is primarily re5pdﬁsib1e
for- the project's internal managémént and, in consultation with the director,
its treatment and rehabilitation progrém. In discharging these responsi-

bilities he is expected to run the group meetings, conduct individual coun-

-seling and assist the residents in dealing with their problems.' Supervision

of the counselors is also his duty, and he sees to it that they enforce the
house rules and handles any personhel problems in which they are involved.
In additiom he supervises the operation and maintenance of the physical

plant., Hierarchically he is responsible to the project director, whom he

"is expected to daily inform about project activities. .

Secretary. - The secretary is reSpOnsigie for typing, shorthand, filing

and other types of clerical work. She also serves as a receptionist and in

this capacity receives visitors and answers the phone. In addition to these °

traditional secretarial tasks, the secretary is expected to interact with

the clients in a role comparable to that of the counselor. The secretary is '

under the executive director's supervision,

Cook. The primary responsibility of the person in this position is to

prepare meals. It is expected, however, that the cook will function in a

capacity similar to that of a housemother and will develop very close inter=
personal relationships with the project's clientele. The cook is under the

executive director's supervision.

Counselors.  Counselors are responsible for implementing the project's

 program, .for monitoring the clients' activities and for enforcing the pro-

ject's xules‘and regulations. It is expected that counselors, who have been’

«10- S
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selected because of their competence and because of their adherence to conw

s

vegtﬁohél norms, will foster and maintain a positive value éfstémQ Furthe;u
moré,,tﬁey are{expec;ed to live witﬁ the clients, té serve as rolé models
wiph,whom they can identify and to assist them in fulfilliég their needs.
Speci?ic, additional tasks are assigned to éounseloré thaﬁ aré consonant with
the individual's own experience, skills, knowledge and interests. For ex-
ample, one counselor who ha; himself uﬁdergoné treatméﬂt in chemical depen=
dency programs, is in charge of the project's A.A. group and itéimorning

counseling sessions.

4, Program Structure

P.0O.R.Ts of Crow Wing Gounty has a highly structured'treatment pr&gram,

which is in most resPecﬁs comparable to that of other P,0,R.T. projects. As

‘stated infa brochure publicly circulated by the project, its program has

five main e€lements: therapeutic enviromment, contract programming, behavior
therapy, group counseling and community resources. Used in concert, the’
intended effects of these five elements is to help the individual develop

a new "sense of identity, self-worth and personal responsibility."

Therapeutic Environment. It is both a conventional assumption and an
empiri;ally supported theoretical contention that the criminal offender's
social environment is a factor that contributes to his transgressions, Come
peting theories of criminal behayior may, for example, emphasize such’'varied
causal factors as interpersonal fémilyuconflict; anomie of peer cultural
processes."Despite these differences, éach explains criminal behavior iﬁ

social contextual terms. Accepting this assumption, one of the project's

wlle
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program objectives is to -remove the offender "from the environments and ine

terpersonal stresses which contribute to his illegal activities.,"

‘The néwrenviroﬁmént whicﬁ'the project has created to replace the clients'
oid‘milieu is a gfoup liviag enviroﬁment, governed by conventional mores and
standgrds. »All ofrﬁhe activities and relationships that are a part of group.
living, along with the other eleﬁents of the treatment‘program, are used to
place éompelling pressure on the group's individual members to conform to
these conventions. 1In such an environment only resPOhsible, 1aw-ébiding be=
havior is encouraged and rewarded, while c?iminal behavior is discouraged
‘and negatively sanctioned. It is expected éhat in such an environment:in-

dividuals will take responsibility for their own behavior and for the beha-~

vior of other residents, in an open, responsive and caring manner.

Within the group enwircnment theée'are multiple pressures toward con-
formity, A brief example Of‘one such.pressure which will later receive -
greater elaboration is that afforded by the group and house meeiings. If an
individual is behaving responsibly and is consistently conforming to the
group's and project's standards, the group Wili qompliment him. However,
ruie infractions a?e received critically and the group can negétivelj sanc-

tion persisfent violators by récommending that some of their privileges be
rescinded.

¥

The Contract. During a candidate's provisional three-~week stay at the

project, ‘he is required, with the assistance of the other members of his
counseling group, to develop a written contract defining the objectives he

wishes to achieve as a project member. The provisional period gives the

) -12-
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staff, counselors and members of his counseling group aﬁ opportunity to be-
come familiar with him and alLows.them Eo identify the types of changes he .
ﬁeeds to make and objectives he needs to achieve. Thus, as the candidate
formulates his objectiveé, froject,members can, accofding to the problem
areas they detected, introduce additional ones. Typical of the objectives
included in contracts are abstention from'alcohol for a prescribed period,

reétitution, employment, skill development, working th;ough a relationship

broblem, saving money, getting involved in the community and education.

The primary purpose of the contract is to serve as a standard against
which the staff, counselors and members of the counseling group can objec=

tively measure a client's progress through the project. Secondly, it affords

the client an opportunity to identify and confront his problems and propose

a tangible set of objectives that will realiétically deal wiph.them. Thirdly,
gulfillment af thé terms of the contract is thegbasis for the client's re=
lease and the contract épecifiesthe duration withim which this is to be accoyn
piished. One primary objective is selected from the candidate's contract,
because of its importance and bécgﬁsé it is achievable within clearly de=
fined dates. Th: release date is set as the tiﬁe at which this primary ob=
jective is to be rgalized. Doing this makes emphaEiCally clear in the minds
of all concerned that the objectives can and will be achieved. While con-
tracts are renegotiable, there is an understandable reluctance to do so.

Frequent additions would make it appear to the client that the project's

expectations are arbitrary and cannot be satisfied.

The contract thus is one of the focal elements of the program, and it
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is for the above reasons that project clients, counselors and staff will re- . ‘ The poiﬁt system, as does the contract, serves many functions, For

ject contracts with easily achievable, insignificant and irrelevant objectives, one, it is a monitoridg device giving a somewhat reliable record of all facw

No matter what.objectives a client chooses to work on, the criteria for their ets of a client's behavior. As a record it is used to discuss a person's be-

inclusion.in the contract is that they be meaningful and collectively, com= havior during the daily counseling sessions., The group, knowing what a per=

prehenslve. Were this mot the case, an individual could easily select ob- son is doing, can reinforce positive behavior and seek to extinguish any

jegtives which would not require any alteration in his present identity, man- undesirable behavior., While the contract is a standard against which to

ner or behavior and which would not require much exertion to accomplish-in

measure progress, the point scores are a relatively objective progress measure.

a brief period of time. The project will deny admission to candidates who It indicates to the staff; counselors and counseling group members what types

insist on presenting contracts which would permit them to 'slide through" the of longitudinal behavioral changes a client has succeeded in making, what

program. areas continue to cause problems and in what areas backsliding has occurred.

Behavior The;apy. The project, having adopted a form of behavior mod= Perhaps the point system's most important function is its use to deter=

Bl i

ification, employs a point system. Daily each client's behavior is closely mine én individual's movement through the'prOgram steps or phases. Essen-

monitored and point values are assigned to the various tasks.and activities > . tially the steps, which are outlined in great detail later in this section,

in which he is involved. It is possible to earn both positive and negative entail a phased progression of increasing privileges and responsibilities.

points, which are scaled relative to the quality of task performance. : " As an individual demonstrates his capacity to handle the privileges and re-

Clients earn points by keeping their.rooms orderly and clean, by performing sponéibilities of one phase, he may with the unanimous vote of the house be

their house jobs, by maintaining employment and by attending school. EVery allowed to progress to a higher phase. The accumulation of 2,272 points is

- day school and work reports are solicited from emp%oyment supervisors and “one of the requirements for promotion from Phase I to Phase II and for pro=

school counselors who rate various aspects of the clients' performance in

motion from Phase II to Phase 11T, while the accumulation of an equal number

each of these respective set;ings. Performance in selected house activities of additional points while an incumbent of Phase III frees a client from

is monitored and scored by the counselors, Tptal point scores, which are further participation in the point system.

tallied daily, are then prominenﬁly posted on a weekly point report. In this

( : : g : : ivided into a
i : ¥ i a. The Step System. The project's program is structurally divide
way clients are always aware of their peers and their own point gains and Lo =0 L ’ -

1¢ previsional period and five steps. The provisional period; which is three
psses, . A b =

; ' )
L .weeks in duration, occurs prior to a client's formal admission to the project.

i G
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During this time he prepares for -admission while he is reviewed for admis~
1L . > P > , ‘ \

‘sion by the projeét!s,admissions co@mittee,-staff and élients. The five
steps, which are of variaﬂle duration, comprise the prfgfam‘s basic struc=
ture with a client entering Step I upon his admission jto the program and
with him graduating.from the program upon his completjon of Step V. Each
‘gtep defines for the clienﬁs, during their membership|in that particular
phase, ghe brivileges, restrictions and_reSponsibilitiés towwhiqh the pro-

ject expects them to adhere. Successively each ascenlling step provides for

greater liberties and responsibilities and, concomitantly, fewer restrictions.

Primarily the step syétem has a dual purpose. B& structuring the pro=~
gram in this fashion the project can allow an individual as much freedom and
respdnsibility as he demonstrates he can handle. 1In this way, a client
whose actions and behavior increasingly approkimate those of society's law=
abiding citizenry is progressively prepa%ed for reintegration into the com-
mﬁnity. Conversely,.the steps can be used to constrain and control a client's

irreéponsible behavior and his flggrant abuse of privileges.

In an;ther sense the steps provide‘the rewards and sanctions which are
to be earned through the boint system. A client who aspires to ;chieve the
increased freedom offered in .the next step should be working to gain the num~

 ber of points that are an objective requirement of promotion. A client who
is losing points because of careieés, immature and irresponsible behavior
knows that a consequence of his losing Points can be demotion!to a lower step

and loss of freedom.
To both staff and clients alike, the step system is another measure of :
-16m
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a client's progress and to the staff it is also a measure of program efficacy.
Advancement to the higher steps is on one level indicative of a client's pro-
gress toward release, while on the other it is indicative of the project's
effectiveness in changing his behavior. Similarly, a client's demotion to
or lingering within the lower steps is indicative of his backsliding or his
inability to profit from the program.  For project staff it may also be in-

dicative of a need to modify the program.

The following are the expectations, privileges, responsibilities and

restrictions for the provisional period and each of the program's five steps.

.

‘They are reproduced here as they appear in a handout entitled "P,0.R.T.

Classification System'' which, along with a péckage of other information about
the program, is distributed to all provisional clients as part of a formal

orientation to the project.

PROVISIONAL

1. May not leave the premises, except to be interviewed
' by an Admission Committee Member, or, under escort
for emergency reasons.

2, . Visitors only in the living room.

3. In room and lights out ==~ 10:30 p.m. weekdays, M, T,
W, TH, 11:30 p.m. Fridays, at his own discretion Sat=~
urdays, and 10:30 p.m. Sundays,

4, Provisional period is three weeks (approximately).

5. Will be expected to maintain his living quarters, and
‘ job assignment in a satisfactory manner., He will be
-graded "satisfactory'" or '"unsatisfactory" daily.

6. Will be expected to attend and constructively utilize
- the 8:00 a.m. and 1:00 p.m. group sessions Monday
through Friday, and the evening sessions Sundays,
Mondays, Tuesdays, Wednesdays, and Fridays.

7. Must construct, complete and present his contract at

wl7w



8.

9.

1.

2.

6.
7

8.

9.

1.

2.

the house meeting the thlrd Tuesday after his admise’
sion to PORT.

Has full voting privileges if he feels he has been at
PORT long enough to be familiar with the topic under

- ¢consideration,

Must turn in money in excess of $5.00. May draw up

.to $5,00 drafts thereafter.

STEP I 'BEGINNING PHASE

On the point system when he beginé full time employ-
ment, or begins school on a full time basis.

Needs unanimous approval of the evening group to
look for work, or to enroll in school.

May not leave the premises other than work or school
except when accompanied by a counselor, Step III, or
Step IV resident.

Visitors may be received anywhere in the building
except bedroom.

In house by 10:00 p.m. weekdays; 'and 11:30 p.m.
weekends. In room and lights out == 10:30 p.m. Mon-
day through Thursday, 12:00 p.m. Fridays, at his
discretion Saturdays, and 10:30 p.m. Sundays,

Daily work and school reports required.

May look for work provided he clearly states where
he is going, and may look for work only at one place
before he returns to PORT with the results. He may
again leave under the same circumstances and condi=-
tions several times through the day, but in between
group meetings.

Must turn in money in excess of $5.00. May draw
maximum 0f $5.00 drafts thereafter.

May abort morning and afternoon group sessions if
they conflict with work or school.

STEP II INTERMEDIATE PHASE

Must have accumulated an additional 2272 points to
be e11g1b1e~

May leave premises alone three evenings per week,
after group, (not on Tuesdays or Saturdays, but must
sign in and out, belng very exp1L01t, with the duty

'mmunselor).
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3. May sign out Saturday from Noon to curfew, and Sunday
from 8:00 a.m. to 5:30 p.m.

4, All outside activities must be well defined.

5. 1In house 11:00 p.m. weekdays and 12:30 a.m. weekends.,

In room and lights out =~ 11:30 p.m. weekdays; 1:00 a.m.

weekends,
6. Visitors may be received any place in the.building.
7. Daily work and school reports are required.
8. May manage his own money.,: |

9. Attends only evening group sessions,
STEP III  ADVANCED PHASE

1. Must have accumulated 2272 points in Step IL to be
eligible.

2. May leave premises alone three evenings per week,
after group, (not on Tuesdays or Sundays, but must
sign in and out, being very explicit, with the duty
counselor).

3. May sign out for over night home visit from Noon
Saturday to 5:30 p.m., Sunday with permission from his
group. Special overnight requests at other times may
be given with permission of the group and two~thirds
of the house, but requests are llmlted to one per
month.

4. In house 11:30 p.m. weekdays and 12:30 a.m. weekends.
Bedtime at his discretion. .

5. Visitors may be received any place in building.
6. May be granted overnight or weekend home visits.
7. Weekly school and work reports are required.

8. Off the point system when he accymulates an addl-.
tional 2272 p01nts.

.9, Attends evening group sessions.

STEP 1V RESIDENT ~ COUNSELOR PHASE

This individual will have the same freedoms as the other

counselors, except he must sign in and out, and may not

sign out Tuesday or Sunday evenings after 5:30 p.m. He

must work counselor shifts in PORT a minimum of ten

hours per week - he no longer pays resident feu. Attends

- =19=
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. evening group.sessions except when he's engaging in a con~
AStructive endeavor (the group’ shall deC1de what is con-

structive)

To be eligible, a resident must be off the point system
for two weeks. At the time of his approval, a minimum
time is set before he can request Step IV, If the indivim
duals post=-PORT plans include living at home, then his
pafents or wife must attend the house meeting when he re-

"quests Step 1IV.
STEP V' = COMMUNITY LIVING PHASE

This individual is residing at his placement in the com- .
munity and is involved in the PORT‘Program as agreed upnn

at the final house meeting. This agreement will be put
in~wriﬁing and should clearly define PORT's and the indi-
vidual's expectations. The individual's probation officer

must attend this meeting, and if the individual's post~

PORT ﬁlaﬁ includes liviqg at heme, then his parents or

‘

wife must also attend.

While the Step V client lives out of the program, he remains part of it.

During this phase he is permitted to live at home, but he'also returns to

the project a couple of times a wéek‘to keep staff and clients informed about
his pfogress. It‘is theieforewtheoreticallyla period in which the client

ean test his capacity to 1i§e a trouble-free life in the community, free

from the project's constraints.

In addition to the Step V client's self reports, the project has a still
bettef means of monitoring his activities. As the community is so small, the
client's status with the project is public knowledge, his actions are highly

(3

the house rules and to the requirements of the step he is in

visible and there is little reluctance among the residents who observe him.

to -discuss higs behavior with projéct personnel. Furthermore, should the

Step V client begin to become involved in trouble, the house could vote to

have him again placed in residence. Their rationale would be that the indi=

. vidual has proved himself to be as yet incapable of leaving the project.

-

Step V as it is now organized may be changed or entirely eliminated be-
cause, in the director's opinion, it is not proving very &ffective. There

are a number of alternatives being considered. Rather than having the client

_ return to the project, for example, it may be required that he become in=-

volved in Y.M.C.A. or community activities.

b. Movementxbetween Steps. Advancement into’'a higher step is contingent
upon multiple factors. The minimum objective criterion for eligibility to
advance is the accumulation of the prescribed number (21272) of points. Most
important as criteria for advancement, however, are the informal but no less
exacting standards of the counseling group which demands more of a person
than collecting points. The group primarily e#pects that ad individual seek-
ing advencement into a higher step is, in their judgment: (1) conforming to
(2) making pro=-

gress toward contract fulfillment; (3) demonstrating initiative in maintain-

-

ing the house; (4) assuming responsibility for the welfare and assistance of

" others; and (5) displaying increased self-control.

For ‘example, the individual eligible for promotion must have, to the
grOup's satisfaction, assumed a leadership role in counsellng sessions, In

these sessions he should be Speaklng up and attemptlng to help others. As
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still another example, the groub muét find that he is' taking initiative
‘around the‘house'go undertake éxcra'non;point related tasks., COnSequeﬁtly,
though an individual’accugulates the required points, he‘is not assured of
advancement. The group will recommend hnd vote against it if they believe
that an individual is sliding through and that the program is having little

effect upon him,

Requests for promotiéﬂ are taken under consideration at house meetings,
where an individual, in order to advance to avhigher step, must obtain a
unanimous vote of the project's clientele, Requi;ing unanimity in these
decisions deliberately plgces a great deal of power in the'ﬁands of each
individual. It forces every client, when considering a promotion, to rec=
Ogniée the significant and responsible position that he occupies within the
house. Any decision to promote 3 cliénf musé have the final approval of the
staff, which will generally ratify decigions that they consider responsible.
When the project first started, however, the“éfaff overruled many promotion
decisions. It was discovered that the house was protecting some of its de=

viant membérs from the staff and promoted them solely on the basis of ac-

" cumulated points. The staff has found that the number of decisions they

have had to overrule has declined, and are now minimal, They attribute this

decline to the development by the clients of their own norms that proscribe

and preclude sliding through.

The project also has criteria and procedures for demotion., If it is

discovered that a client is abusing his freedom or proves incapable of ac-

* commodating to it, he can then be placed back. Under most circumstances, a
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- person will be placed back one step at-a time. The procedure begins with a

recommendation for demiotion that can;bé'introduced'by anyone at any hecuse
meeting. Following this, the person making the recommendation must explain
his reasons for it, then the client being subjected to the recommendation
has the right to offer a rebuttle. Finally, the matter is opened for dis-
cussion in which all staff and clients have a say. Discussion helps every=-
one to learn who amongst them is sliding,'scapegoating or seeking revenge.

A two=-thirds majority vote is theh needed to lower a client's step. When a
resident is reduced in step he-must meet all of the lower step's requirements

before he is again eligible to request advancement,

A client's incumbancy in a step is not of fixed duration so that theo=-
retically a glienﬁ will remain in a step for as much time as he needs to make
himself eligible for advancement and to be éccepted for it.  It is likely,
however, that the'clients will develop their own informal expectations as
to what is a reasonable 1ength,of time for an individual to remain in each
step. Shduld such norms develop, it will place still greater pressure upon
an individual to actively and aggreséive1§ fulfill the eligibility require=-
ments and standards for promotion in order to avoid the disdain and contempt
of his peers. 1In addition, as the client is contréctually obligated to ful-
fill his primary goals in a specified time, he must necessarily pace his

progress through the steps if he is to meet this deadline.

c. Termination from the Project. There are a number of reasons for which
a client may be terminated from the project before he completes its program.

One reason may be the violation of the project's rule that a client may not



be;gpsent from the project without permission for more than twenty-four hours.

'Cp?rently it is'tﬁe oniy forﬁai rule which, if violated, will'reéult in a
client's automatié ter@in;tibn from the project. The twénty-four hours, it
is believed, allows the client sufficient time to decide if he wishes to
either remain in the project or to automatically sever ﬁis relations with it,
Qnd risk ﬁhe.cdnsequenpe, 'Upon completion of this period, the director will
write ajletter to the probation officer or parole agent, informing him that

the client is A.W.O.L. and that he is being officially removed from the pro-

ject's roles,

Another reason’for early termination from the project is a client's fe-
quest to be withdrawn. Participation in P.O.R.T. is semi~voluntary and so
avclient, wi;ﬁout absconding, can at any-‘time choose to 1eaypvthe‘project.
In leaving before he compleées the program, he remains accountable to the
authority which first authorized his admission éo the project. His subse=

quent status therefore is determined by the court, youth commission or adult

corrections commission,

While~the project does pot'automatically terminaté clients who violate
'majo;‘project rules, persistent and flagrant rule violatibns can.result in
ﬁgrmination. Amongst -the rules which, if violated persistently, can lead to
© first restriction,: then detentibn‘and finally termination, are the following:

No fire arms in rooms, cars or in possession.
No drugs other than prescription.
No liquor in the house or om the grounds.,

. Behavior must conform to the guidelines of one's step.

" Systematic failure to conform to project rules is considered indicative of

« -
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a client's unwillingness to c00perate with or to benefit. from the pfogrﬁd,
. ]

and individuals have been terminated from the project because of Such in-

transigience and incorrigibility.

A fourth reasom for the early termination of a client ié that he can
be withdrawn by the committing authority because of his rearrest. The
project itself will not necessarily termiﬂate a client who commits a new
felony. 1In considering ter&ination, it is the director's opinion that the
type of felony in which a client is involved is a far more important factor.
This, however, 1is only the project's position and it is one which is not
shared by the police or tHe county attorney. Most termiqations because

1

of a new felony arrest have, therefore, been initiated by the law enforce-

ment authorities and the project defers to their decision. The director

is willing to make a termination if a cfient admits to anothér felony and
tﬂe project has been.having difficulties in working with him. As when a
client absconds, the rearrested client's probation officer or pafole agent
is notified. This official then notifies.the appropriate authority, be it
the court or the parole board, which is empowered to sever.é client's rela=-

tions with the project.

"Early termination decisions are made by the staff, but the director is
the sole final authority for such decisions. . .Once he decides to terminate

a client, he removes the client's name from the project roles and notifies

the appropriate authority that the project is taking this action. Clients

are not consulted and have no power in the making of this decision.
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In instances’whenva’client deliberately provokes or unilaterally ini=-
tiateé his own‘terﬁination from the project, the prpjecﬁ,recommends ﬁhat he
be committed to a correctional institution, Its rationale is that if a per=
son is allowed ﬁo pfematureiy r;turn to the community solely because this

A‘ié his wish, then his negative beha&ior is being rewarded and will only be
feinforced. Similarly, to allow this would also encourage other clients to

¥

ensure their release by pursuing the same undesirable tact.

Though it is recognized amongst project persomnel that'the client can
and does contribute to his own premature tefmination, they nonetheless con=
:sider their project's program to be primariiy at fauvlt, ﬁach client's fail=
urelstimulateS'a reexamination of the prograﬁ and should they find it neces=-
sary to modify the program they will do so. It is the director's view that

‘the project is not responsibly fulfilling its mission if the program has not °

‘been effectively designed so that clients can succeed in it.

g.zTermination aﬁd Success. The project utilizes both formal and informal

releasé criteria by which to assess . a client's readiness to permanently tere
minate his contractual relationship with’P.O.RnT. The sole formal criterion
" of release is fulfillment of the téims of his contract which, it should be
remembered, enumerates measurable, Specffied goals that the client is to
achieve within a specified time. Informally, it must be the observétion of
all concerned that the indi?idual, in addition to fulfilling‘hié contract,

has significantly changedyin other aspects of his behavior. It is expected
that an individual who has earnédvhis release is one who is responsible,

self~controlled and self-reliant and one who; it‘is reasonable to believe,
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‘can aéain function within the commun*ty'without reverting to.criminal be~

havior.

The release of a successful client requires the approval of all clients,
counselors and staff who, upon a request by a client for rele?se, set gside
a house meeting to discuss and to decide upon his leaving the program.
Specifically, formal release procedures comﬁgnce upon the initiative of the
c¢lient seeking it, who starts the process by having his reléase placed upon
the house meeting's agenda. At the meeting he announces that hg has com=
pleted his contract, he proclaims his readiness to leave and then, when he
has fiﬁished his presentation, the matter is Ope?ed for discussion. The
ensuing discqssion{covers a range of subjects such as his progress in the
project, his future plans and the requisite contact with his probation of=
ficer whom he must inform of his impendipg'rélease. 1f a consensus is reéched
that he has, to everyone's sa£isfaction, fulfilled all requirements for re-
lease and that he has made appropriate preparations for his resumption of

M N K . . rOm
residence in the community, a date is set for his official departure f_'

the P.O.R.T. program.

Once released, the graduate has no further obligations to the program.
He is obliéated, ho&ever, to remain under the supervision of his probation:
officer or parble agent until he has fulfilled any residual conditions of
probation or parole. P;O.R.T. does welcome voluntary assistance from its
‘ in be=

, : 5
graduates because they are role models for the current clientele who,

iﬁg present amongst them, attest to the possibility of success.

-27-

e . g b e . S O



... "Counseling. a. Group Counseling: Group counseling and individual

counséling are integral elements of.the'project's program; Provisional cliw
ents and clients in the first step are required to attend group sessions

three timeé per day for five days a week, and twice on one other day. Clients
in the higher steps are only required to attend evening meeéings five days

per week., Each session will usually last an hour, but.depending upon the
pféblems being discussed and the staff meﬁber who is running the session,

Ehéy have lasted as long as five hours. Until recentlylcounseling sessions
have béen pfimarily conducted by the director and the assistant director.

The pféject is curfently’changing this arrangement'b& replacing the director
with counselors who have been trained in group teéhniques. These counselors,

in addition to the assistant diréctor,‘will also lead group sessions.

Group counseiing,sessions at P.O.R.T. of Crow Wing are not conducted
along the lines of any single established treatment pfOCedure sﬁch as Posi-
tive Peer Culture or Guided Group Interaction. There was an early attempt
to use Positive Peer Culture, but'the clients found it unacceptable. In-
sﬁead, each group leader, based dpon‘his ﬁnderstanding, synthesis and adap-
tation of traditional techniques, conducts the session acéording to his per=

sonal conception of therapy.

' The counseling sessions, which are used for many purposes, are funda-
mentally uéed £0 encourage and to train the group's members to act reSponsibly,
With responsibility’as its central theme, this training involves discussions
that'clbsely examine‘client behavior. For example, problems are discussed

in terms of responsible alternative courses of action and similarly, rule
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infractions are discussed as irresponsible behavior., 'The coqnseling'group,
gs part of the tra&ning, provideS'eﬂcouragemeﬁc for responsible behavior,
and it discourages irrespo;sible behavior. It rewards tﬁOSe who are pro=
gressing toward their goals by commending their actions, while it sanctions

:

those who are in trouble by appraising their actions critically.

Discussions in counseling sessibﬁé also deal with the members' needs
and instruction in meeting'these needs. For éxample, those who.hever speak
up learn to express tﬁemselves and those who. talk too much learn to listen.
Whatever the needs of a particular individual, it is likely that there are
others who share them. Thérefore, a discussion about one person is usually

used as a point of departure to generate an exchange amongst those with sim=

ilar difficuLFies. | ‘ ¢

Another function of the counseling group is éhe development of informal
norms and standards by which clients in the project are expected to goverﬁ
their behavior. These arise in the courég'of the group's discussions in
which'there develops, over time, a consensus as to what is responsible and

what is irresponsible behavior. Conformity to these informal norms, as was

noted earlier, are also criteria for step progression. It is in terms of

adherence to its standards that counseling groups make recommendations for

the promotion and demotion of their members.

As the project has determinéd‘that alcoholism is a principle problem

amongst its clientele, one of the daytime counseling sessions meets as an

Alcoholics Anonymous group. These sessions arevccnducted by a counselor who

is himself a former alcoholic, and are used, in conjunction with the contract,

!
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to generate the group support and control needed to extinguish an individ-

ﬁal's drinking problem.

b. Individual Counseling. Individual counseling is offered on an equal

plain with group éounseling, but unlike the structuréd group sessions, in-
dividual counseling is usually conducted on an informal basis. Sessions oc=
cur when-a client, depending upon when they'feel comfortable.with and the
nature of their problem, §éek out an individual staff member or counselor
for assistance. This is encouragedvby'the pgoject because their experience

has been that one~to~one counseling is most effective when the client himself

solicits it.

One-~to-one sessions seem to primarily consist of a client's expressing
feelings, which he did not initially feel comfortable expres;ing before his
group. It has also been observed that some clienés take this as an 0p§or-
tunity to test their thoughts privately before risking their public exposdre.
Once .this ié accomplished, howéver, clients are encouraged to bring matters
that concern them to the group's attention. The project attempts to have

the clients recognize that their problems are shared by others and effect

.

everyone.

3 ) :
Referral Agencies. There are numerous social service agencies and or=-

ganizations in the area to which the project refers its clientele. It is
the director's belief that one of the project's functions is to serve as a
referral service and he and the assistant director are most knowledgeable

about the agencies in the area; the services they offer and how to contact

them. P.O.R.T. makes use of these many community resources so that the »
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‘P ject need not duplicate their established, satisfactory services. .
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The following is a list of the primary agenciesvand ofganiiatiOns to
which P,0.R.T. of Crow Wing has referred its c¢lients and the type of serw

vice they have received from them,

1. fBRA¥N$RP STATE HOSPITAL has made its recreational .
facilities available to project clientele. Tts
staff has been consulted on the use of medication.

2, BRAINERD AREA.VOGATIONAL TECHNICAL SCHOOL provides -.
t?e clients with vocationa counseling and voca-
tional training. : '

3. BRAINERD SENIOR HIGH SCHOOL allows clients, many of
whom were once expelled, to enroll in its classes,

4. BRAINERD COMMUNITY COLLEGE offers clients courses
and educational counseling.

5. "CROW WING COUNTY SOCIAL SERVICE GENTER chemical de-
pendency counselors offer drug and alcohol abuse
counse%ing to project clientele and counselors, and
also aid in the operation of the Detéxificatio; Center,

6. M?NNESOTA RU?AL CONCENTRATED EMPLOYMENT PROGRAM pro-
vides t@e clients with sducational testing, vocation-
al testing and cognseling and vocational placement.
P.O.R.T. considers its three most importént community resoﬁrces to be

C.E.P., the high school and the vocational school. GC.E.P. has been important

because of the employment opportunities that it has been able to secure for

clients in the face of the reluctance of employers to hire former offenders.,

C.E.Pf actually places an individual in a position and will pay his salary
for as long as three months while they assist him in finding permanent
employment. Employers incur little risk in this arrangement in tﬁat they
receive an extraysalaried employee at no expénse to themselves., Should the

ex~offender prove to be a reliable worker, it is expected that he will then
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be hired as a regular employee, The C.E.P. program is a valuable resource
‘in.that it makes occupational plécemeﬁts for difficult-to-place clients,
while it paves the way for increased acceptance of the former offender on

the job market and in the community.

The high school is an importént rommunity resource for the project's
you;gest‘clients. Many of them, because of their young age, lack of educa=-
tion and léck of training, ére in no position to obtain employment. Were
they notbattending school, the only alternative would be to allow them to
idly remain at the project; In attending séhool they are purposefully and_
'meaningfully occupied, thle they are vauifing skills tﬁ;t will allow.them

to be more competitive when they again seek employment. Because of assurance

from the project'that its clients will present few deportment problems, the

high school has willingly readmitted some students that it formerly expelied.

booperatively, the school and project are affording these clients a second

chance at an educational opportunity they would have otherwise been denied.

The vocational school is a valuable community resource for those clients
who, because of their family and economic circumstances, must strive for
early vocational training and economic independencg. Schoo% personnel have
been responsive to the clients' needs fo}, in addition to enrolling them in
classes, its counselors have helped arrange financial support for clients
who would otherwise be unable to attend. They have also aséistéd clients in

preparing for and obtaining a G.E.D.
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B. - CLIENTELE

1. Admission and Orientation

Eligible fpr‘admissién to P.O.R.T. of Crow Wing Coﬂﬁty are young men
who meet the followiﬁg set of admission criteria, They must be residents
of Morrison, Créw Wing or Aiken Counties who are juvenile, youthful or adult
offenders and who have been coﬁvicted or a misdemeanor or a felony. 1In
terms of their legal status, they may be sentenced, sentenced aqd stayed,
adjudicated, or gommitﬁed to Y.C.C. jurisdiction in a state of commitment
and then referred to the project. They are élso Fé be individuals for whom
institutionalization is inappropfiate, but whose presence in the project
would pose no-threat to the safety of the community., Based upon their Eﬁ%L‘s
and the subjective assessment of their probation officer, theix prognosié
forvsuccess in the project must be favorable. ‘

The actual admissions process entaiis an elaborate and 1ength§ screen=
ing, to ensure that a client'svadmission is somewhat congruent with his own
inte£ests and congruent with the interests of the project and tbe community.

Before he will be accepted, his candidacy will have undergone a careful re-

~view by representatives of the court, law enforcement and the community and

by the project's staff, counselors and clients. 1In the course of their de~

1iberétions they will examiné records dealing with his past and will chserve
his behavior during a provisional stay at the project. It is only upon com-
pletion of this process that a"ﬁ£05pective client will be admitted to the

program,

'

The pivotal figure in the first stages of this process is usually the
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. probation officer, who initiates the process and then serves as a liaison

- .between the offender, the project-and the court until a decision is made to

permanently admit‘the offender into the project. It is the probation offi=-
cers in the counties serviced by P.,O.R.T. who first make the referrals of
prospectiée clients. Whenever they come across cases that they consider
éligible for admission to the project, they contact project staff and consult
with them on the candidate's prospects. If ié is agfeed that an individual
is a likely prospect, the probation officer then also meets with the candi=-

date and they have a thorough discussion about the project.

s

An individual who, in his discussion with the probation officer, ex-
presses interest in the project is subseqdenfly intérviewed by project staff.
Should he still express a desire to enter the program following the staff in-
terview, the project will then decide whether or not to admit him on a pro=

.

visional basis. The project's decision will be based upon the interview,

his social history and discussions with his probation officer.

Upon an affirmative decision by -the project, the probation officer re-
turns to court and recommends to the judge that the person be provisionally
placed in P,O.R.T. This recommendation is made prior to sentencing so that
if the judge accepts it, he can defer séntencing or delay sentencing, place
the person on probation to the project for a few weeks and stipulate that if
he is not ‘admitted to the program,'he will be returned t6 courttfor insti=-

14

tutionalization.,

The second stage in the -admissions process is, as was mentioned above,
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a provisional period of approximately three weeks in duration. Such-a-per=
iod serves the project in severai'wayé. For one, it provides an opportunity
for all those associated with the project to learn more about the candidate's

current behavior and outlook than they'could possible learn through a twenty

. minute interview or a reading of the P,S.I. Secondly, it allows the project

to determine if the candidate is willing to remain there and to work within
its program. Refraining from running away is seen by the project as a tacit
indication of a candidate's commitment and desire to be at least minimally

cooperative. The director believes that under these circumstances, the pro-

- ject, because of its strength, can apply sufficient pressure upon him to

alter his character and behavior and simultaneously disallow his sliding
thfough the program. Thirdly, during this period the candidate has an 6p-
portunity to prepare for admission. To be admitted he is required to submit
a meaningful contract which, with the assistance of staff and clients; he is
expected to develop during his p?ovisional‘stay. It is also while a pro-
visional member of thé>project that he must undergo interviews with at least

three members of the admissions committee.

The third and final stage in the admissions process, which occuré at
the end of the pfovisional period, is fhe decision on formal admission.
This decision is ¥eached on the basis of a six point voting procedure, with
a specified number of votes Eeingkallotted to each of thg following constit-

uencies: clients, one vote; counselors, one vote; staff, one vote; and the

admissions committee, three votes. Permanent admission is achieved if the

candidate receives a simple majority, or four of six possible votes. When
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the dec1sxon is in favor of adm1851on, the court will place the new Cllent'

on formal probatxon to the pro;ect.‘ One of the conditions of the cllent'sr

tg rules and regulations.

probation Wlll be that he conform £o P.OJR.T.

While the admissions process outline above only describes the admission

e not been committed, the admission process

of probationed.offenders who hav

for paroled. offenders leaving an institution differs in only a few details.
In the case of an 1nst1tut=onallzed offender, the referral comes from an
institution caseworker, who arranges for the candidate's provisional place=

The candidate is then placed on provisiOnal parole, and if formally

admitted, he is placed on full parole to the project.

The only clients who have been exempted from this admission process are

those who are accepted on a temporary basis and who are never considered for

- the P.,0.R.T. program. These clients, who are often not even corrections

es, are accepted upon the request of other community organizations who

cas
t are not currently provided by the

need assistance in providing services tha

community. Frequently such clients are in the midst of a program OT insti-
led upon to provide them with tempor

tutional transition and P.O.R.T. .is cal

rary shelter and supervision until a more suitable placement is arranged.

The following are illustrations of the types of clients P.O.R.T. accepts

on a temporary basis and the c1rcumstances under wh1ch they are received.

The -project has accepted several cllents from Bralnerd State H05p1tal who,
while they respectively completed programs for the mentally i1l and the
chemically dependent, had yet to reestablish themselves in the communlty.
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manent foster h ’ N i
ome arrangements. The parole agent has on occasion placed a

"client in the proj k
project for a day or two because he was awaiting arrangements

for transpo i
portation to another facility. Though these temporary clients are
not usually e i
y enrolled in the program, tpey are nonetheless expected to conform

to its ruies .
and to attend group meetings for the length of their residence

The offe i
nder entering P.0.R.T. receives two orientations, an informal

orientation whi i i i :
hile he is being considered for provisional status and a formal

v

‘orientation i i isi .
tion if he is provisionally accepted into the program., The informal

orientation usually begins at the jail or the correctional institution where
a staff member conducts the first interview of the prospective candidate and
briefly explains the program to him. If at the interview he expresses an
interest in joining the project,.he is then usually given the opportunity to
visit it. His visit will include a tour of the physical plant conducted by
one of the counselors and whenever possible, a meeting with a client in order

th j -
| at he learn about the project from the client's point of view

On the d i - i i
) ay he arrives to begin his provisional three-~week stay, the
candidate is subjected to ri \ .
: a strict formal orientation
co

‘ a : nducted by the as~

sistant di j
irector. The project uses the orientation to impress upon the can-

dida - - » ] » s - )
. te that his participation in it is voluntary, that its program is chal
le . . ) . k

nging and that its expectations for its clientele are high. For approxi

mate i i |
ly an hour, the assistant director explains every facet of the program

and what is expected of project clientele. Primarily, he does this by
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- reading a copy of the project'!s orientation packet to: the candidate, which
gxplains and outlines in detail tﬁe'proéram, the rules, thekcontract, thek
point system and the step system. The new provisional client is given a
cdpy of the orientation packet and after‘the assistanthdirector reads it to
him,'he must initial every page. Oral presentation of the orientation is
dbne for the bénefit of’tﬁe candidates who.éannot read'or ﬁight not be in-
terested gnough ﬁo read the orientaﬁion méterials, while candidate's ini=
£ia1ing of the backets discourages clients from later pleading ignorance

when expectations are invoked and rules are enforced.

2. Client Characteristics

With the exception of two clients who were accepted after discharge
from Brainerd State Hospital, an examination of the statistical data indi-
cates the project has conformed to its selection criteria and has’ drawn its

clientele from the target populastion as it was defined in the original grant.

Demographic Characteristics. Between May, 1973, when the project re=-

ceived its first clients, throﬁgh January, 1974, when data on this projeét
~was collected, the projecﬁ admitted a total of 21 clients., Of these 21, 12
have been terminated and 9 remain in thg program. ‘The 21 clients who have
been admitted to the program are males, between the‘ages of 15 and 33 whose
mean age is 20 years, 11 months. Juveniles, between the ages of 15 and 18:
account for 247 of the clients admitted. Ethnically, 96% (20) of P.O.R.T.'s
bclients have been white and 4% (1) have been Indian. When they were admitted
‘to the>projeCt, 67% of the élients were residents of‘Grow Wing County and |

33% were residents of Morrison County, While Aitken County residents are
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included in the project's target population, it has yet to admit anyone who

resided there at the time- of their last offense.

Educationally, no client had completed less than eight years“of school
nét more than high school. The mean number of years of school completedkat
the time of admission was 10.3; 34% ofAthe clients, hﬁwever, had either com=-
pleted high school or acquired a 3.E.D.~before they\eﬁtered the project.‘
Twenty~four per cent of ;hé clients were attending classeé-of séme type at

the time they were admitted to the project.

The marital status of the clients at-the time of the admission to the
project was as follows: 86% of the clients.héd never been married; 5% were
married and 10% were either divorced or separated. Among them, 90% had no

dependents and 10% had two dependents,

Socio=Economic Characteristics. At the time of their last offense, 25%
of the clients had been employed full-time, 25% had been employed part-time,

30% had been working irregularly, and 20% had been unemployed. All the

clients who were admitted to the project, whatever their employment status

may have been at intake, had a pre-conviction employment history. Looking
at the last occupations clients ever held, the following table indicates the
types of occupations in which they wer employed and the proportion of cli=

ents employed in them. It should be noted that this table only grossly

‘represents the classes of work in which thekclients were employed. TFor the

most part, their former jobs are actually the lower status positions of

each of the divisions,
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clientele have also been adjudicated delinquent; 14% adjudicated delinquent for

-

TABLE 1 status offenses only; 33% adjudicated delinquent for status offenses and non-

OCGUPATIONAL ' CLASSTFICATION OF CLIENTS' LAST KNOWN JOBS status offenses and 24% adjudicated delinquent for just non-status offenses. The

QOGCUPATION % meaﬁage at first adjudication fof clients adjudicated delinquent is 14 years,
Proféssional, Technical and Managerial Positions. . 19 ~10months. Forty~-eight percent of the project's clientele had_been held in ju=
Clerical and Sales Occupations . ' 5 venile institutions for more than’a moqth,and the meag gumber of months in juven=
Service Occupations | . 10 ile institutions for this group of ten individuals was 14.3,@onths-
e
| Farming, Fishery, Forestry and Related OccupatioFS | > Looking exclusively at the five juveniles who had ever been admitted
Machine Trades Occupatioﬂs : : , 5

: : to the project, all have a record of arrests and convictions, with the mean
Bench Work Occupations 5 ? - . ,

‘number of arrests being seven. Twenty per cent (1) were adjudicated dglin-

Structural Work Occupations ' 10

quent for status offemnses only, 60% (3) wefe'adjgdicated delinquent for both

Miscellaneous Occupations - 43

stétus and non-status offenses and 20% (1) were adjudiqated'delinquent for
1. .

The mean wage of Fhe-last occupation held'was $1.79 per hour. v o just non-status offenses. The mean number of adjudications as delinquent

' : émongst this group is six. Sixty per cent of the juveniles had been held in
Reported primary source of income at the time of a client's last offense P . ‘

. s CX] PaIEHCS 2 o gov— J .

. o : ; . held was 4.3.
ernment assistance, 10%; friends or relatives, 5%; spouse or partner, 5%. i

»

A majority of clients are reported as having had financial problems at the

~Ali of the adults ever admitted to the project also have a history of

time of their last offense. Five per cent are reported as having had no adult arrests and convictions, with the mean number of arrests being four,

financial problems, while 38% are reported as having had minor financial prob- the mean number of misdemeanor convictions being three and the mean number

lems and 57% are reported as having major financial problems. of gross misdemeanor and felony convictions being one. Twenty-five per cent

, : “ . (4) have conviction records for just misdemeanors; 50% (8) have conviction
Correctional History. The majority of the project's clientele have a : '

' records for gross misdemeanors, felonies, and misdemeanors, and 25% (&) have
record of juvenile arrests and adjudications. Of the 21 clients who had ' - ‘

x b h conviction records for just gross misdemeanors and felonies. Thirty~one per
ever been admitted to the program 71% have a record of juvenile arrests. ‘

cent of the adults ever admitted had conviction records for two or more gross

The mean number of juvenile arrests is four. Seventy~one per cent. of the , ) . '

misgemeanors.and felonies. - s




« . 8ixty-nine per cent of the adults admitted to the project had served
time in county jaiis and worlkhouses, and amongst them their mean number of
"months served was eight. A smaller percentage (38%) had served time in

adult facilities, but the mean number of months served was much higher (28).

Again looking atball clients who Bad ever been admitted to tﬁe project,
76% were: on prdbation, 14% were on parole and 10% had been discharged from
;ny custody or supervisiogi Only one of these clients was_cdnvicted of a
violent offense (aggravated assault) for hisllast conviction prior to admis-
sion. GConversely, 95% of the clients had as the offense for their last con-
viction a property offensé (124), a status offense (14%), a traffic offense

or miscellaneous misdemeanor (10%).

3. Cliént Activities ‘

As one might infer from the description of the program, project clien-
telé are expected to participate in many different activities during their
tenure at P.0.R.T. Clients who have been formally édmitted to the program
will'be engaged, for example, in at.leasghone or more of the following extra-
residentiai activities: attending school at a high school or junior college;
attending vocational classes or G.E.D. classes at the vocational schoolj; or
.§eeking employment, holding .down a part-time job or holding down a full-time

job.

At the instigation and encouragement of the staff, project clientele
are beginning to engage in voluntary service to the community. For example,

two clients, as part of a delinquency prevention program conducted by the

wly e
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" Y.M.C.A. detached worker, participate im informal weekly discussions with

pre-délinquent juveniies. 'To'broaden‘tﬂe scope of such agtivities, the pro-
ject is also attempting to involve clients in'thé aCtivities of the community
actionkcouncil and in volunteer services at the senior'citizens' home and

the state hospital. Volunt;er efforts‘of this nature, in the director's
opinion, heighten the clients' awareness that there are-btheré with still
more serious problems than their own, militate against thei? tendenc& to&ard

self-pity and self~indulgence and allow them to constructively serve the

community.

There are also many activities in which the clients engage when at the
project resi@ence. All of the clients have daiiy house jobs involving house
maintenance and upkeep, all are responsible for assuming a special house job
each Saturday and all must attend to sugh'pérsonal chores as the ‘cleaning of
their rooms. Everyone, with extraordinary exception, also attends their
daily group meeting and all attend the house meetings which are usuall§ held‘
weekly. 1In the late afternoon before dinmer and in the evening, after,
group, clients can: recei&e visitors or,‘depending on thg rules of'théir.'
step, go visiting; attend to personal needs and matters; ét;dy; or engage

in some recreational pursuit.

House meetings, which are also attended by counselors and staff, are a
particularly important client activity. Primarily the meetings are a forum
for the clients to raise and discuss general cﬁncérns and problems, vent
emotioﬁs, argue and debate éontroversial matters and reéolve conflicts. It

is in this forum that grievances can be expressed and differences settled
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through discussion instead of through aggressive, self-destructive and crime
inal action; Any aecisions requiring the collective deliberation of the
clientele are also made at house meetings. For example, it is here that
aémissions; promotions, demotions and terminations are discussed, and in the

. case of the first three of these status changes, voted upomn.

Finally, house meetings are sometimes also used for general educational
and training purposes. Individuals who want information about a particular
matter of interest to them are requested to take the initiative on inviting
a speaker to address a meeting devoted to ;ﬂis topic. It is'believed that
‘such a procedure not only providesﬂthe clieﬁtele with useﬁul and interesting
information, but also gives the individuglvafranging the meeting an oppor=
tunity to exercise leadership and to enhance his self-esteem. House meetings
have been addressed by many speakers on diverse topics, for example: a bank
£epresentative has discussed banking, budgeting and the conseduences cf passe
ing bad checks; a speaker for Planngd Pareﬂthood has discussed birth congrol;
and,‘a marine representative has discussed career opportunities in the

military. The house meeting, therefore, has many functions and is a signif=~

icant and focal project activity. -

At the project,'there are a number bf recreational activities in which
clients can participate. Each of the project's houses has a recreation room,
with a ping pong table and soon to be added weight lifting equipment in one
room, and a pool table and dart board in the other. The project has also
set up a horse shoe pitch ;nd,an archefy range immediately adjacent to the
houses. Access ﬁo the’state hosbital éymvand other local indoor athletic
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facilities has been arranged, but most®of the clientele are out-of-door en-

thusiasts and are not interested in using them. : -

Interest in the out-ofhdoors is stimulated by the project's Brainérd
location in the heart of Minnesota's lake resort region, within minutes of
lakes, woods and campgrounds. Hunting and fishing are perhaps the clientele's
most popular pastimes and many plan an annﬁal furlough from the project to
go deer hunting. Other activities in which they participate are hiking,
horseback riding, skiing and swimming. The project also o&ns a snowmobile

which is used on the many established routes in the Brainerd vicinity.

One of the project's unique activities is its operation of the four-bed

. receiving (detoxification) center for the Northern Pines Mental Health Center.

Essentially, the center provides inebriatgs‘with physical assistance and su=
pervision until they.afe sober and physically capable of lea&ing the project.
It is supervised by the staff and actually run by the counselors and the
clients, who are alllreimpursed f;r their services. The center opened in
August, 1973 and has served 55 cases, who.each stayed an average of thfee

days.

P.O.R.Te's operation of the program has had both beneficial and detri-
mental aspects. On the negative side, there are those in the community who
know of P.OJR.T. only as a detoxification center and so incidents involving

center clientele can adversely reflect upon the project's community relations.

‘It has also been an additional burden upon the time and energy of the staff,

counselors and residents who run it, In the director's opinion the center

has in several ways proved beneficial to the project. First, it is meeting
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a community need. Second, it has served as a unifying force, bringing to-
gether all those involved in the prbgrém to work on a common goal., Thirdly,

it has been an added source of income for counselors and residents.
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11, ,AN'EVALUATfON OF PROJECT SERVICES

——
——

AS THEY HAVE RELATED- TO PROJECT GOALS

A, CLIENTS SERVED

Since it first admitted clients in May of 1973, P.OTR.Tw has admitted
21 clients, has terminated 12 and currently has 9 residing at the project.
Of'the 12‘w§0 have been‘terminateda 3 sucéessfully completed its prograﬁ
ﬁhile the remaining 9 were terminated for the following reasons. Five were
terminated because they absconded, two were terminated because. of lack of
cooperation or poor adjustment, one was withdrawn by the committing agency
and one was committed to a state hospital. While the project's graduates
remained with the project an average of 28 weeks, the average*number of

weeks in the project for clients who were terminated early was 9.

The project,.in eight months of 0perati0n,.operated at its capacity of
15 clients for one month and between 50% ~ 90% of capacity for five months.
Tﬁo reasons have been tendered to explain the project's subcapacity operation.
For one, prébation officers and paroié agénts, finding it difficult to break
with traditional and accepted ways of dealing Qith offenders, have been re=-

: ) ;

luctant to refer prospective clients., Secondly, the courts, officers and
agents temporarily lost faith in the project's program because of the inci=
dent in which four clients absconded from the pfoject. Rather than contin-
uing the risk of using an uncrthodox program; they ceased referring clients

and again took refugé in routine procedures.

The project has been somewhat successful in alteriﬁg this course of
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“events through two meetlngs w1th the - Justlce system officials upon ‘which

they rely for referrals. D15cu531on of the matter resulted in the-receipt

of a half dozen new referrals. Should.the ratio of graduates to failure be

" reversed, it is likely that confidence in the project will be restored and
~ that the project will receive sufficient referrals to sustain a full compli=

ment'of'clienteie.

As was noted in the section on admission, P,O0.R.T. has also temporarily
admitted clients who, because of thgir transient status, were unadmissaBle
-. to any existing commnnity program. The number of clients the project has
teceived on what one might call this crisis basis is four. This group .has
1ncluded recently released state hospital patlénts, Juvenlles awaiting fos=
ter home placement and parolees in transit. To these people, the project
provided food, shelter and supervision and, for as long as was necessary,

ministered to their basic needs. Usually their stay was for no more than a

few days, until a transfer or permanent residential placement could be made.

ﬁ. PROJECT STAFF

Presently the project employs three paid, full~time staff members, one
paid;'patt-time staff member, four staff members who receive room and board
and one volunteer. Amongst th;m ar; two women, two ex-offenders and one
minority group member. The prOJect, having filled nine p051t10ns, currently
employs its full complement of staff members. (Table 2, a staff proflle,

is on the following page.)
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" .TABLE 2
STAFF PROFILE
. NUMBER §§§ EX-OFFENDER { MINORITY GROUP
POSITION EMPLOYED { MALE | FEMALE YES { NO YES § NO
PATID STAFT
Director 1 X . I x X
Asst. Director 1 X A X i X
Secretary 1 ' X X X
Cook 1 X X X
'_ n-—---————————-——---u—-h————-u--—---—p- .q--..-.-.--. B e S e N L L L L L LI T T U T T R s
STAFF RECEIVING
ROOM AND BOARD
Resident Volunteer XX ‘ X
Gounselors 4 XX XX | XX X }XX
Volunteer Counselor 1 X X X
=%
TOTAL 9 .7 2 21 7 1] 8

The one principle staff problem, which has militated against the pro=
ject‘s‘efficiency, is the continuous turnover of volunteer counselors. Based
upon the éxperience of P.0.R.T. of Rochester, that has been successful in
recruiting counselors from the local junior college, P.O.R.T. has,attembted
to rely upon counselors recruited from Brainerd Community College. Unfore
tunately, no soomner héve counselors learned their job and surmounted their
naivete than they resign, They'have either moved, become disenchanted,
married or-in some‘cases, because their actions have been considered detri=-
mental to the program, been dismissed. With such factors as the cause? the

project has been experiencing a complete turnover of counse alors every few

+*
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months. Again this summer the project will lose all but one of its volunw,

teer counselors.

Counselors are’integral elements of the program and indispensable to
its fﬁnctioning, so that their continued turnover may well yet prove to have
‘ hindered not only program efficiency, but effectiveness. Given the persisw
tent nature of this problem, the project might well consider at lease sup~-
plementing, if not replacing, the volunteer counselors with paid personnel.

The added cost of more paid staff would seem to be offset by the consistency,

experience and stability that they could bring to the program.

.

Another staff problem, which has subsequently been rémedied but which
presented itself soon after the project opened, involved over-~indulgent
counselors who were a hindrance to this program. ASs one mightAexpect among
volunteers for any social service project, there will be those whose exces-
sive compassion and sympathy for.the people they profess to help- precludes
their capacity to be ef effective assistance to them, and may even result
in their causing them greater harm than good. P.0.R.T. hed such an exper=
ience with the women volunteers in the first group of counselors who, naive
“and wishing to do well, were easily manipulated by a clientele whose exper=
ience has versed them in manipdlation. fhey were soon doing client's house
jobs,end\were catering to their whimsy; but they’were not fulfilling the
role of the mature, positive rhle model which the project expectsvof its .

counselors. The project's solution was to dismiss these women and to

temporarily refrain from accepting other women volunteers.

EEC

1hese Qarx l)y ])a(l exl)el 1 e‘”(:es SI;("[I (i ]'[(}i h()‘hre\]er‘ be(:()me the t- f()
; o o o T 2

i . . : » . PR
g mern f th t . A < s p S

n hd 1

role should b
e considered the equal of any man with comparable quallflcatlo
ns.
Not to do
$0 would be a matter of sex dlscrlmlnatlon and would deny fro th
m the

prOJect the services of talented and capable people

C.  PROJECT SERVIGES

Th . s . - v ‘
e following is a llstlng of clients' needs and the proportion of

staff on f
orms distributed by the Project Evaluatlon Unit. The most imme

d i (]

alCOhOl n ;7 o} o} 7% V
treatme t ( A), pers nal Supp rt (5 ), educatlonal .ser lceS (48/)
o s

. .
]Ob counsel1ng/referral/placement (4'3%), fl’lanc1al counsellng (33/) family ‘
°J/s

counseling (29%), vocational training (29%), basic survival needs (19%)
o /5

restitution (19%), drug treatment (19%), mental health treatment (19%)
o/

pre-vocational evaluation.(léé), advocacy with other agenc1es (10%)

Assumln
g that this assessment of needs is an accurate one then of the
Ed

fourteen
most 1mmed1ate needs of thls project's clientele, the prdject pro
, ¥ -

vides servi
ices to meet half of them. Table 3 rank orders the needs in terms

of the
prOportlon of cllents haV1ng them, lists the services prOV1ded by

clients are referred to meet these needs. (Table 3 displayed on. followi
’ ‘ ; wing

page.)
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TABLE 3

PROJECT SERVICES AND GOMMUNITY REFERRAL AGENCIES MEETING CLIENTS' NEEJS

— ~ -
% IN PROJECT SERVICES :
NEED I NEED TO MEET NEED REFERRAL AGENCY
Group Counseling 67 Group Counseling
Alcohol: Treatment 57 group Counseling (Alcoholics C?OW W;ng County Social.Ser=-
T nonymous Group) vice GCenter
- g . Group CdUnseling; Individual
Personal Support 57 Counseling; Volunteer -
Counselors
Brainerd Area Vocational Tech-
Education 48 nical School; Brainerd Senior
Services High School; Brainerd Commune
ity College '
Job Counseling/ ‘ 43 Minnesota Rural Concentrated .
Referral/Training o Employment Program
{Financial COﬁnséling 33 House Megtlng (Bank Rep-
: : ‘resentative)
\ Y
Family Counseling 29
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TABLE 3 CONTINUED

PROJECT SERVICES AND COMMUNITY REFERRAL AGENCIES MEETINMG CLIENTS' NEEDS

Other Agencies

- and contacts

% IN PROJECT SERVICES
NEED NEED TO MEET NEED REFERRAL AGENCY
Vocational Training 29 B?alnerd Area Vocational Tech-
nical School
Basic Survival Needs 19 _ Residential Program
Restitution 19 Project Contract .
' . 1 Voluntary Gommunity Service
' i Crow Wing County Social Serw
Qrug Treadtment 19J vice Genter :
‘ Brainerd State Hospital;
Mental Health Treatment 19 Northern Pines Mental Health
Center
Pre-Vocational 14" Minnesota Rural Concentrated
Evaluation ' Employment Program
TAd&ocac with e Director and Assistant
v Wt 10 | ‘Director make referrals




IIT. COST ANALYSIS

While the issee of "cost éer client" of eommenity-baSed corrections
prqjects has often been raised, there is ae yet‘neithet<an agreed upon method
for determining costsvnor/any set stendardsvas to what constitutes a reasonw
able cost. The Project Evaluetion Unit is preSently attempting to develop
such a standard, and the estimates presented in this section are a product

of its early efforts in this direction. Consequently, the following esti=-

mate of ‘cost is very rough.

The first cost per client estimate is based upon the project's expendi=-
tures for the last six months, August 1, 1973 through January 31, 1974.
There are seVeral reasons for basing the estimate solely on costs incurred
durlng this period. First, though the project was awarded funds to begin
its operatlons January 1 1973, it truly began operations four months later
in May, 1973, when its residential facilities,hadfbeen secured and its first
clients were admitted. Secondly, its majer start-up costs, which include
costs for construction and equipment, were incurred during the first tﬁree
moﬁths~of operation - May, 1973 through July, 1973. Thirdly, the project
gradualiy increased the size of its client population, so that it was not

until August, 1973 that the population much exceeded 50% of the project's

fifteen client capacity.

The project's total expenditures in the last six months are a sum of
$60,110, Eliminating the costs of equipment and construction during this

peried ($7,801),,we arrive at the total project cost of $52,309.: During
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this period of time twenty clients who have been or who still‘are in the
pro;ect collectlvely spent a total of 262 weeks in residence. Dividing the
total cost of $52,309 by 262, we arrive at a cost per client of $200 per

week, and $29 per day. This amounts to an annual cost per client of $10,411,
’ N .

We can also estimate the project's expenditures if, during this time,
it had operated at maximum capacity as opposed to an actual QGZ of capacity.
A constant fifteen ciiente residing in the project for six months would have
resided there an equivalent of 405 client weeke. Assuming that capital ex-
penditures and personnel costs would have remained the same, we multiply the

operating expenses by the added 40% occupancy (.40 x $29,190 = $11,67§) and
add that to the revmsed total cost of $52 309 for an estimated total expen-
diture at capacity of $63,985. Dividing this estimated rota) cost by 405
cli®ent Weeks“(capacity) the estimated per client cost is $158 per week and

$23 per day. This amounts to an estimated annual cost per client of $8,395.

These figures are inadequate for a cegparison of cost-effectiveness
between P.0.R.T. of Crow Wing and other P.O.R. T, projects. Such a compar-
ison will be made at a later date when sufficient follow-up data'on dlffete
ential recidivism rates become available. We cam, however, compare the
P 0.R.T. of Crow Wing cost per client (CPC) with the cost per inmate in
state correctional institutioms. Looklng first at Minnesota State Prison,
the annual cost per adult inmate (CPAI) in fiscal 1971 = 1972 was $5,161
and the average daily CPAL was $14, CPG in P.0.R.T. is therefore slightly

¢, if
more than two times the CPAT in the state pllSOﬂ, and the estimated CPC,

P.O.R.T 0perated at capacity, is 4% times the CPAL in the state prison.
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. Project clientele, with a mean age of twenty years and eleven months - : . : ,
' ’ B : ) ‘ - from the larger society. P.0.R.T., on the other hand, has as its primary .

..and a median age of nineteen years, seven months, are mostly youthful of- : . . o ;. . Cito €l

a o ‘ L ‘ ‘ function treatment and attempts to rapidly reintegrate its clients into the
fenders and as such, are more comparable to the inmates in the Minnesota ‘
larger society,
State Reformatory., For inmates in the reformatory, the average annual CPAI

in fiscal 1971 = 1972 was $6,933 and the average daily CPAI was $19. 1In These factors considered, P.O.R.T.'s CPC is not gnreasonable. Given

compafisbn to these figures, the CPC in P.O.R.T. is approximatelyqi% times th. quantitative and qualitative differences between correctlgnal’lnstltu-

the@CPAI iﬁ the reférmatory, while P.O.R.T.'s estimated capacity CPG is tions and residential treatment programs, it is unlikely that phe treatment

'1.2 times the reformatory CPAI. programs could ever cost less. The true questiom, to be answered in the fi-

nal evaluation of the P.O.R.T. program, is as follows: for their greater
. The CPC in P.O0.R.T. is, however, 85% of the cost per juvenile inmate

’

cost,khave P.0.R,T. projects been more effective in reducing recidivism thgn

o, ¢

- (CPJI) in the Minnesota State Training School for Boys. The average annual A X o ‘ ) )
| ) the addmittedly less expensive correctional facility? ‘If‘thls question can

CPJI in the Training School for fiscal 1971~72 is $12,366-and the average .o .
be answered affirmatively,¢§hen P.O.R.T. is well worth the extra cost.
daily cost is $34.

While P,O.R.T. costs per client are in two instances higher than the
CPAL in state correctional facilities, several mitigating factors must be

taken into consideration when interpreting these differences. First, given

inflation, the CPAIs for fiscal 1973 - 1974 are likely to be as much as $2 -

$4 higher than the CPAIs for fiscal 1971 - 1972 (last available figures).

' Secondly, the types of organizations, correctional facility and P.O.R.T.

project, are quantitatively incomparable. 1In all cases the cost of admitting
additional residents to the small P;O.R.T. project is going to be greater
than the cost of admitting additional inmates to the very iarge.correctional
institution. Thirdly, the organizations qualitatively differ with respect
to‘theif principle functions;v Correctional institutiOns;‘deSPite rhetoric
tovthe contrary, primarily provide custody and securely segregate the inmate
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IV. CONGLUSIONS AND.SUMMARY

P.O.R;T. of Crow Wing County, geing a rélatively new project and having
had only three successful gfaduates, cannot as yet be evaluated for program
, effECtiVeness.b‘When effectiveness is evaluated, however, P.Q.R;T. of Crow
Wing will provide some interesting bases for comparison with the other P.O.R.T,
projects. Of the P.O.R.T. projects currehély funded by the Governor's Commis-
sion on Crime Prevention and Control, this project has the most formalized
and complex program structure énd the strictest monitoring of glient activity.
The relationship between the degrees of formalization, complexity and control
and program effectiveness should be examined in a subsequent evaluation of
the P.O.R.T. program. In addition, of all these P,O.R.T. projects, P.0.R.T.
of Crow Wing admits the most heterogeneous clientele. As a rural project,
because of the much smaller population qf'oéfenders it may be impbssible to
narrowly define the target p0pulation in terms of age, last offense and'legal
status and yet have enough clients to operate at maximum capacity. A heter-
ogeneous client populatioﬁ may, however, also be less amenable to the same
treatment techniques and togethe£ in the same project may actually inhibit
. program effectiveness. Certainly this is 5pecu1at;on, but it suggests that
the relationship between the heterogeneit§ of clientele and program effec~
tiveness should also be examined in a subsequent evaluation of the overall

P.O.R.T. program.

In terms of P,O.R.T. of Crow Wing's current activities, it can be said
 that the project has been relatively consistent in its adherence to the grant

,applicahion in each of the followiﬁg areas: the type of clientele admitted
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to the project, the program and the services offered. As far as staff is .
conicerned, the project has been operating with fewer volunteer counselors
than was originally proposed. This is in itself not a problem. The major

staff problem involving counselors is the continuous turnover which, if not

- abated, could hinder the delivery of service and ultimately the project's

effectiveness.

Whether or not the project achieves its goals is a matter for another

evaluation, once a significantly large group of failures and graduates be~

come available for study. Nonetheless, it is fair to say that presently

.

P.O.R.T. of Crow Wing is providing the types of services that are related

to its goals. There is no indication, howé&ér, that the project is provid=-
ing any service or engaging in any activity tﬁat is directly related to
goals five and six. These goals, which project the involvement of family;
ériends and relatives in the treatment program, have not as yet been actuale=

jzed in programmatic activity.

[
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