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PREFACE

This survey was undertaken for the Drug Enforcement
Administration (DEA) by the staff of the ALFY (A New
Life For You) section of the National Council on Crime
and Delinquency Research Center in Davis, California
between July 1, 1973 and December 31, 1973.

This inaugurated the first of a series of tasks
designed to make available to all communities in the
United States on a continuing basis both information on,

‘and technical assistance in implementing, a full spec-

trum of alternatives to drug abuse.

This volume was the result of collaborative team
effort in research, writing and editing. The purpose of
this survey was to identify and evaluate some effective
community~based programs, dealing with treatment and
rehabilitation of drug users who have become involved
with the criminal justice system. Additionally, the
project was designed to develop and test a low-cost,
comprehensive evaluation strategy through which to study
these programs.

During the course of two conferences on alternatives
to drug abuse (Alternatives to Drug Abuse Conference I,
Santa Barbara, California, May 16-18, 1972 and Alternatives
to Drug Abuse Conference II, Airlie, Virginia, January
9-~12, 1973), the ALFY strategy for the dissemination of
effective programs for the prevention of drug abuse and
the rescue of drug users was formulated. This strategy,
outlined in the proceedings of ADAC II which are avail-
able from the Preventive Programs Section of DEA, is
essentially a dissemination strategy designed to encour-
age communities to adopt a wide range of effective pre-
vention and rescue programs.

The necessary first step in the implementation of
this strategy is the carrying out of surveys to determine
which existing programs provide models of outstanding
practices worthy of widespread dissemination. The sur-
vey reported herein represents the first such evaluation,
and thereby constitutes the first step in the implemen-
tation of the ALFY program., Further surveys of this na-
ture are about to get under way or are in the planning
process, and we hope that we will be able to publish

similar reports of our search for models from time to
time.

The present document is divided into two main
sections, which correspond to two phases of the survey
project. Part One describes the survey of community-
based corrections and its methodology; it also describes
nine successful programs that were observed and are
currently in operation., Information is also g*ven on
whom to contact in order to find out more about a par-
ticular program. Part Two discusses strategies that
were observed to be effective, and characteristics of
successful programs in generalized terms; it presents
model approaches for diversion, treatment and rehabili-
tation. It is hoped that criminal justice leaders,
public administrators, educators, and concerned citizens
who read this book will find themselves encouraged to
explore new alternative programs for their own communi-
ties. .
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PART ONE

DI
VERSION BY CRIMINAL JUSTICE SYSTEMS

T0

TREATMENT AND REHABILITATION

CHAPTER I

SUMMARY

During the Alternatives to Drug Abuse Conference I
(apac I)! in 1972, and Alternatives to Drug Abuse Con-
ference II (ADAC II)? in 1973, a strategy for the dis-
semination of viable alternatives to drug abuse was
formulated. ADAC II created ALFY to carry out this re-
sponsibility, including site visits to each program con-
sidered for recommendation by ALFY, and evaluation by
a panel of experts to be certain that the concepts of
that program were carried out in practice, and were
worthy of replication. The objective of the Survey of
Community~Based Corrections was to identify and evaluate
some successful alternatives to drug abuse programs.

Part One of this volume is about nine successful
alternatives programs dealing with drug abusers who come
in contact with the criminal justice system. It is
written to tell you about what makes these programs suc-
cessful and with whom they are successful.

If you are concerned about reducing the guantity of
drug abuse and improving the quality of life in your
community, this book can give you some ideas how other
communities have done it. It has been written with the
hope that within the diverse programs herein reported

'Proceedinga of the Alternatives to Drug Abuse Conference,
May 1972, Santa Barbara, California; available through
the Preventive Programs Section, Drug Enforcement Ad-
ministration, U.S. Department of Justice.

2pProceedings of the Alternatives to Drug Abuse Confevence
II, January 1973, Airlie, Virginia; available “through the
Preventive Programs Section, Drug Enforcement Administra~
tion, U.S. Department of Justice.
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you will find something specifically relevant to your
problems. '

A. ' How We Identified Programs

The project began with the attempt to identify some
programs dealing with drug users that seemed particularly
successful or promising. The project staff asked for
suggestions of possible programs from a wide variety of
sources~~S8tate Drug Abuse Coordinators, directors of drug

programs, local drug abuse planning agencies, to name a
few, ’ '

From a list of about 100 programs, the staff called

and talked to about 50 which fit the reguirements of the
. project:

(1) The program had some direct connections with
the criminal justice system, received referrals from the
criminal justice system, was administered by the criminal
justice system, or was directly involved in diverting
clients from the criminal justice system,

. {2) It had persons among its clientele that were
identified as drug abusers: by urine tests, by self-
admission, by criminal convictions, or by juvenile adju-
dications. The program need not work only with drug users.

‘ (3) The services provided by the program were appro-
priate to the needs of drug abusers even though the ser-
vices might be those used for non-abuseyrs as well.

 (4) Lastly, the program had been in existence for
at least six months,

R, Selecting Programs for Intensive Study

The 50 programs which were found to fit the reguire~
ments of the project were further reduced to a list of

25 programs which seemed to be the best and most pro-
mising programs for intensive study. This list and

the information about each program were sent to the DEA
for review and the final decision concerning which pro-
grams should be visited by the field research teams.
A;together twelve programs were selected and surveyed on-
site. Of these, the nine programs summarized herein were
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found to be the most significant and useful as models.
Tt should be noted that the Regearch Center staff

made a special effort to find a wide variety of programs
from throughout the United States. ,

C. The Field Research Team

The field research team sent to stgdy each program
on~-site was composed of two persons assxgned.to study
the general functioning of the program, its %mpact_and 4
clientele; and one person to study the administrative an
financial structure and functioning. The general_study
team spent five days at each program, apd.the busxnes;
analyst spent two days on-site. In a@dltlon to the tdree
team members, a panel member, expert 1in the field of drug
abuse programs, joined the evaluation team at each pro-

gram for one day to give additional perspective to their
work.

D. Five Basic Areas of Study

The general study team collected information in
five basic areas:

(1) The flow of the program process from ent;y
to exit, including observation of ?he cxi~-
tical steps of this flow when possible;

i ibi the
2) Client program records describing
( general characteristics of clients gerved
by the program, including past criminal
history, duration and severity of drug
use;

(3) The criminal justice recordg qf‘cliegts to
determine thelr rate of recidivism since
entry into the program;

(4) Client opinions of their expgrience in the
program and the benefits or inadequacies
thereof; and

(5) The criminal justice and community opinion
of the program's effectiveness.



- The work was divided.between the two members of the
.genexal study team in such a way that one member worked

. gathering information primarily within the program (flow,
client records, client interviews), and one member worked
primarily outside the program (criminal justice records
and community and criminal justice opinion). '

E. " Problemg in Data Collection

The principal problems encountered in data collection
resulted from the limited time and resources of the pPro-
ject. At times the decision had to be made, according
to the on-site circumstances, to collect some data and not
others, or toc seek the desired data indirectly rather than
directly. But on the whole, there were very few problems
which arose in the data collecticn procedure, and the de~

~gree of cooperation and helzfulness encountered in the pro-
gram staffs and surrounding agencies was very gratifying.

F. What Is a Successful Program?

Since the objective of the Survey of Community-Based
Corrections was to identify and evaluate drug abuse pro-
grams that are successful, it is important for the reader
to know what we considered success to mean.,

First, the evaluation staff regarded the program's
motivation and philosophy as important factors. We felt
that programs should genuinely want to help their clients
to live happy, constructive, and drug-free lives, Free-
dom from drugs means freasdom from any form of chemical
intoxication, including marijuana and alcohol.

Second, the evaluation staff also considered the
objectives of a program., Were they clearly defined?
Were those objectives being met? If not, what kind of
self-evaluation did the program have to provide for
improvement? How flexible was the program? Also, with
whom was the program trying to work? How severe were
their drug problems?

Third, the evaluation staff assessed the gquality of
the program, the quality of the fiscal and administra-
tive management, the calibre of the staff, and the gquality
of the relationship between the program and the criminal

justice system and with other agencies involved with the
program,

While statistical measurement of post-program reci-
divism rates is some measure of a program's. impact on the

client's béhavior, it says nothing about his use of drugs,

as has been shown by research and the evaluation stafﬁ's
own experience, Moreover, the measurement toll usedyln
this project was so crude that only if a program act;vely
contributed to criminality (which was not the case with
any of those we reccmmended) could its recidivism figures

- -be taken as significant. Therefore, interviews with staff,

clients, members of the local criminal jgstice sy§tem and
the community were given greater weight in assessing the
gquality of the program's impact.

G. Perspectives on Evaluating Success

The overall evaluation of program success was seen
from the perspective both of the stage of program growth
and the soc¢io-political context within which it operated.
Was the program still in its formative stages or had
it reached a stage of leveling off with little change
in its services and character? Did the program struc-
ture and functioning fit comfortably into the socio-
pelitical context within which it must operate: Had it
precipitated change in the socio-political structure
around it? The methodology of the evaluation was thus
an attempt to blend the objective measures of the pro-
gram's success with a qualitative assessment of the pro-
gram's functioning within the context of its environment,

H. The Programs

The result of the evaluations of the nine selected
programs are summed up in the following few_page§. The
first five programs discussed are aimed at Jjuveniles,
the next two are specific to adults, and the last two
have broad application for both juveniles and adu}ts.
The programs include diversion and specia} probation
programs, youth service bureaus, residential treatment
programs, drug schools and employment programs. Suc@
categorizations were not found to be mutually exclg51ve,
however, and “he reader will find many programs which
could fit in more than one of these categories.

1. The Juvenile First Offenders Drug Abuse Program
" Albugquerque, New Mexico

The First Offenders Program is a diversion program



for first time Juvenile drug offenders administered by
the Probation Department, with treatment of offenders
contracted out to the University of New Mexico School of
Medicine, Department of Psychiatry. Juveniles 14 to 17
years of age, referred to the Probation Department for a
drug offense for the first time (but not the sale of
drugs or possession or use of opiates) are eligible

for the program. A juvenile who is eligible and volun-
teers for the program is placed on informal probation
for one year., During that time he is required to attend
one seven-week session of the program with his parent(s)
or person acting <n loeo parentis.

The program format consists of 7 two-and-one-half
hour meetings held weekly. These evening classes are
divided into educational presentations to the group at
large and small group sessions directed toward helping
families develop better communication skills.

The program is committed to self-evaluation and con-
tinuing improvement of the effectiveness of the various
program components. It monitours its success by follow-up
interviews with the offender and his family six months
after completing the program and by tracking the post-
program arrests of graduates until they reach 18 years
of age., All available evidence indicates that the pro-
gram has been exceptionally successful in reducing reci-
divism and further drug use of its clientele,

2, The Watoto Project
Fast Palo Alto, California

, The Watoto Project is a branch of the San Mateo
County Probation Office which deals with juveniles in
East Palo Alto, California, San Mateo is a very wealthy
county- and East Palo Alto is a poor black ghetto with a
high incidence of crime and drug dealing.

Besides its function as part of juvenile probation,
Watoto has a number of unique features. It functions
autonomously in many ways, making its own decisions, set-
ting its own hours, and reporting to the community’s
spokesmen on the East Palo Alto Municipal Council as
well as to the Chief Probation Officer. Watoto has its
own program for providing minority children with foster
homes or group homes. The staff at Watoto has been se-
lected for their ability to relate to the community and
its young citizens, although several new civil service
classifications had to be created to accomplish this.

T T

The staff also includes high school students who counsel
their peers and are treated exactly'tha same as theirxr
fellow staff members who are probation officers.

Watoto is dedicated to assuring that what "the
system" does is relevant and fair to ?he community and
its 'youth. It plays a role of communlty.advocatg in
addition to helping individuals by building a bridge
between the Probation Department and the commgnlty as
well as integrating services with other agencies, such
as Welfare, the Sheriff's Department, the schools, and
the Community Youth Responsibility Program.

3, San Diego Youth Service Bureaus
- 8an Diego, California

The six San Diego Youth Service Bureaus are notable
because they are within the criminal justlge_system and
yet they do their work outside of it, Administratively,
they are run by the Probation Department, but other
agencies contribute as well, The YSB's are staffed by
counselors who are members of the Probation Department,
the Police Department (Juvenile Division), ?he Sheriff's
Department, and Welfare, as well as MSW social workers
and university students, The cooperation among agencles
in running the ¥SB's is remarkable.

Also remarkable is the warm, friendly,'informal
atmosphere of the San Diego YSB's, as typlfled.by the
original bureau at Clairemont. It is a welcoming Elace
for both young people (juveniles ugder 18) and their
parents. The counselors are "gtraight" eqough to'relaFe
to parents, but do not side with them against their chil-
dren, Young people trust the YSB's because of the cred-
ibility they have built up with theilr policy of non-
informing.

The main services provided are individual, group

~ and family counseling as well as help with employment.

A youth may come into the ¥SBE on his own or be refe;red
by the police, the schools or other sources {(including
his parents). It is the bureaus' policy that the
parents become involved in the case, although the young
person knows that what he says will not be repeated to
his parents against his wish.

4. ' Tucson Youth Service Bureau
- fMagson, Arizona

The Tucson Youth Service Bureau was established as



an alternative agency foxr school counselors, court
off¥rials and others who are faced with the decision of
what can be done, outside the criminal justice system,
with the youth who is delinguent. The program serves
the Model Cities areas of Tucson and by far the greatest
percentage of their clientele are Mexican-American. It
has demonstrated successfully in its two years of exist-
ence that it reduces recidivism and adjudications among
Model Cities youth. Recently, the Tucson YSB has becone
somewhat oriented to playing an advocate role in the
community as wall as providing counseling services,

The core component of the program lies in the use
of young, dedicated youth workers indigenous to the
Model Cities neighborhoods in which they worxk. These
paraprofessional workers are availlable to their clientele
in the streets of the neighborhoods and in their homes
on an inforxrmal basis as well as in more formalized con-
tacts., The use of these indigenous workers seems espec-
ially relevant to establishing credibility with a target
population composed of a minority group with a strong

interdependent social component among the community
families.

While the Tucson YSB is not concerned only with
youthiful drug users, a substantial percentage of its
clientele are involved in marijuana, alcohol or solvent
use, and its therapeutic dynamics seem directly relevant

to the problems of young drug users in a family-oriented
community.

5. Montgomery County Police--Juvenile Division
- Montgomery County, Maryland

. The Montgomery County Police Department in Maryland
has taken the initiative over the last ten years in try-
ing to help juveniles in trouble without forcing them to
go through the criminal justice system. For example,
about 60 percent of their juvenile drug offense cases
are retained and handled informally by the Department.
(Of the remaining 40 percent, only half go to court.)

In screening the juvenile to see what action should be
taken, the officer in charge of the case, having re-
leased the youth to the parents, has a conference with
the family several days later to discuss alternative
actions that would be most meaningful. How the case is
handled is decided after this discussion. ‘

. The cooperative attitude of the Montgomery County
Police Department can be seen in the fact that they
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invi County Dbrug
invite staff counseloxs of the Montgomery 3
Education School, to which they‘dlve;t some og thglrth
members, to give training to new police recru;t?‘at e
Police Academy on how to handle young drug users.

Recidivism has been shown to be guite low among
the juveniles who have been screened out of the system
and dealt with informally by the Montgomery County
Police Department officers.

6. Indianapolis Treatment Alternatives to Street
- Trime (TASC) ‘
- Tndianapolis, Indiana

The Indianapolis Treatment glyernat%ves to Street
Crime (TASC) is one of several similar diversion pro-
grams across the country jnspired and funded by the AP}
gpecial Action Office % Drug Abuse Prevention éSAODd_ .
These programs were designed in recognition th§l sen
ing drug addicts to jail at most on;y temporari Y Crect
interrupts their cycle of street crime to jail to stre
crime.  Indianapolis TASC diverts adult drug addicts
out of the criminal justice system toO treatment either
as a condition of probation or in.l}eu of p;osegutlon.
It also runs its own treatment clinic to wplch it
diverts most of its clients. Potgntlal gl%ents are
mostly identified while in detention awaliting arraign-
ment or trial., Especially interesting about the
Tndianapolis TASC program is the mannex in which the
staff is interlaced with criminal justice employees
working for the program, wi@hin the criminal justice ota
system, i.e., probation officers, deputy prosecutor, .

ile the program is very yound, just s%x'months
old, ?2 has an gxtgemely good relationship with the
1ocal criminal justice system and has been gble to
divert about 45 percent of its potentlgl'cllen?elenﬁo
treatment, Its extremely successful liaison with ; e
criminal justice system seems largely the result o
hiring a staff already familiar with and ?aml}la; to
the local criminal justice personnel. ‘While it is too
early to judge the impact of t@e TASC Clinic on its
clientele, thus far its vetention rates compare very
favorably with othexr local clinics.

7. <Court Referral Project
- New York, New xdrk

The Court Referral Project’is administered by the



Addiction Services Agency, a New York City agency. It
is a central intake and referral program for diverting
addicts out of the criminal justice system. Addicts
are interviewed by CRP staff members, usually on the
detoxification floors of detention facilities, prior to
arraignment. They are screened as to whether they are
genuinely motivated for treatment, and a decision is
made on the basis of the interview, as to which indivi-
dual program they will be refexred. The project's
recommendation is presented to the Distxict Attorney.
If he approves it, the judge generally agrees also and
the defendant is escorted from the court to the treat-
ment program, Follow-up is done at regular intervals
with the treatment program to make sure that the client
is still there. If he leaves against program advice,
CRP tries to contact him first, and if he cannot be

located, the District Attorney and the Court are notified.

Recidivism records were unavailable as a means of
assessing the impact of this program, but members of
the criminal justice and corrections systems who had
contact with the project were unanimous in their praise
of it. They felt it lightened the burden of correc-
ticonal facilities and courts, avoided the situation of
judges having to diagnose a drug offender regarding
treatment, and alleviated the problem of having com~

peting prograwms sending representatives to court to
obtain clients,

8. &Addicts Rehabilitation Center
New York, New York

Addicts Rehabilitation Center (ARC) is primarily
a residential treatment center for heroin addicts, It
also includes a crisis intervention center and a “war
wagon" which serves as a mobile information center on
how to get help for addiction. ARC is located in
central Harlem in New York City.

The philosophy of ARC is that an addict is not
really cured until he can survive in his own drug-
ridden neighborhood without falling prey to the environ-
ment, and that his rehabilitation should be accomplished
in the same kind of environment that he will have to
face when he goes back into the world.

Love and discipline are the chief ingredients in
ARC therapy. The participant in the program moves
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through several status levels while in residence:
Probation, Pre-employment, Emploved (ax §chool), and
Re-entry. Strict regulations go along with each lgvgl{
although progressively greater freedom and responsibility
are given to the participant as he moves through the
program. Unlike some other therapeutlc communities,
there is little emphasis on confrontation, and while ]
strict discipline is enforced, there is no verbal "hazing,
and importance is attached to behaving respectfully
towards others. Most clients are self-referrals, buk
some come from police and other agencies.

It was not possible to obtain recidivism rates in
the assessment of program impact, but staff and clients,
both current and graduates, were emphatic in their praise
of the program.

9, Delancey Street Foundat@on
San Francisco, California

Organized under a nonprofit corporate status,
Delancey Street refers to itself as the‘Delancey Street
"Family." The "Family" consists primarily of former
hardcore opiate addicts and ex-convicts living and wqu—
ing together for the common good. Residents are trained
and employed in businesses owned and operated by‘the .
Foundation and live together in three large mansions in
a wealthy section of San Francisco.

The primary therapeutic technique of the program
is the “"game," adapted from the Synanon game, fea?urlng
confrontation and honest disclosure among the regldents.
The program stresses the development of self-reliance,
self-discipline, and moral behavior. Treatment staff
are former addicts who have come through the ranks, are
expert at the therapeutic game and haye.spown adv§nced
maturity which allows greater responsibility. Clients
come into the program primarily as voluntary referrals
from the criminpal justice system, but some are also
self-referrals.

Clients are expected to spend about two years in
the program, A "graduate” is expected to be completely
drug~free, pursuing a socially constructive role, and
solidifying a family life. Since the program has only
been in existence about two years, it lS_tOO soon to
measure its long range impact on its residents. _How-
ever, the program seemg to have a fairly high client

1l
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retention rate, and the overall criminal justice opinion
of the program is very positive.

I. Tor More Information

The following documents will be available beginning
in the Spring, 1974:

Drug Abuse and the Criminal Justice System:

4 Survey of New Approaches to Treatment and
Rehabilitation, January, 1974,

Drug, Abuse and the Criminal Justice Sysitem:
4 Summary Report, January, 1974.

Emrich, R. L., and Thure, K. L., Field Data

Collection Manual for Phase II of the Sunvey

0f Community-Based Corrections, October 25,
1973,

Individuals and organizations wishing to obtain copies
may do so by writing on organizational letterhead to:
brx. J. H. Langer
Chief
Preventive Programs Section

Drug Enforcement Administration
U.5. Department of Justice
Washington, D. C, 20537

For further information contact:

ALFY

c¢/0 NCCD Research Center
609 Second Street, Suite D
Davig, California 95616

Individual programs can also be contacted directly:

(1) Addicts Rehabilitation Cente
253 West 123rd Street ‘
New York, New York 10027

r (ARC)

James Allen, Director

(2) Albuguerque First Offender Program
Juvenile Probation Department

230 Bernalillo County Courthouse
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(4)

(5)

(6)

(7

(8)

{2

Albugquergue, New Mexico 87101

Daniel Perez, Director

Court Referral
325 Broadway

Project

New York, New York 10013

Martin J. Mayer, Director

Delancey Street Foundation
3001 Pacific Avenue

san Francisco,

california

John Maher, President

Major J. Bechtel, Chief _
Division of Inspectional Services
Police Headquarters .
Montgomery County Office Building
Rockville, Maryland

San Diego Youth Services Bureau

3650 Claremont

prive, Suite 1l

San Diego, California 92105

Phil Tippett, Director

Treatment Alternatives to gtreet Crime {(TASC)
155 East Market Street, Suite 808
Tndianapolis, Indiana 46204

pan Evans, Director

Tucson Youth Service Bureau
646 South Sixth Avenue
Tucson, Arizona 85716

Sal Baldenegro, Director

Watoto Projact

2516 University Avenue

East Palc Alto,

Charles Range,

califcrnia 94303

Director
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CHAPTER II

INTRODUCTION

A. Project Description

natives to drug ab .
ADAC II created "ALFY, Inc." which was cgarg:gewgigse.

;g;stﬁszpf?iibilitY. One of the concerns of ADAC IT
gram recam; gogld be necessary to site visit each pro-
exXperts te §n ec by ALFY and evaluate it by a panel of
© be certain that the concepts of that pro-
replication."® This th and were worthy of
> ! en was the insti i
Survey of Community-Based Correctionz.lgatLon for the

The objective of the Survey of Community~Based

Corrections was to identif

It is our belief that one can have no true demo~

f

May 1972, Santa Barb 111
/ ara, California; s
former Bureau of Narcotics and Dangeroﬁgnggggz Py the
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E ) ' ‘
IIfog:;ﬁ;zgslg;Bthziﬁi?erng?ives to Drug Abuse Conference
’ ’ ie, Virginia; sponso - X
former Buregu of Narcotics and DanéergussDisgsDy £he

5 1y .
Ibzd., Part II, page 123.
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cracy without freedom of choice. To have freedom of
choice one must have different things to choose among,
For this, among other reasons, varied alternatives to
drug abuse are necessary to every community that is
earnestly seeking to solve the problems of which intoxi-
cation by means of chemical substances is a symptom.

Implicit in the objectives of both the survey and
this report is the belief that a sound idea which works
well in one place can be applied where circumstances

- are appropriate elsewhere. It is therefore hoped that

the information provided here can be used by communities
seeking to develop programs appropriate to their needs.
It is important when looking at these programs to keep
in mind that although a total program i:ay not be appro-
priate to your community, some component part of that
program may be useful.

1. Identification and Selection of Programs

In conducﬁing'a Grapevine Survey of Alternatives,®

the Research Center staff located a number of viable
drug abuse programs. At the beginning of the Survey
of Community-Based Corrections in July 1973, further
recommendations of programs felt to be outstanding in
the field of drug abuse were solicited from a numwber
of different sources: state planning agencies affil-
iated with the Law Enforcement Assistance Administra-
tion, state drug coordinators, and the directors of
some drug abuse programs themselves, to name a few.

Programs were gocught in the following six cate-
gories:

(a) Comprehensive Diversion Programs

(k) Specialized Probation Programs
(specifically focused on drug users)

(c¢) Youth Service Bureau Programs

{(d) Residential Treatment Programs

®Knowles, Charmian, 4 Grapevine Survey of Alternatives,
Washington, D.C.: U.S. Department of Justice, Law En-~
forcement Assistance Administration, March 1973 (avaii~
able through the National Criminal Justice Reference

Service).
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{e) Specialized Employment Programs
{f) Drug School Programg

In the course of the investigation it was discovered
that‘theye was a seventh type of program, which was a
combination of the first and second categories~-a diver-
sion and specialized probation program,

’ On}y programs  wiich seemed to have some direct
connection with the ¢riminal justice system were con- -
SLdergd. While it“was preferred that the program had
been in existence for.at least two years, this was not
a hard and fast rule¥ Where programs seemed particu~
larly promising and unique they were included even if
thgy had not been in existence more than six months.
Whl}e the programs need not have orly drug users among
their clientele, each program had to be aware that it
was taking in drug users, and doing so intentionally.
Further, the user had to be treated by the program in a
manner appropriate to his drug problem.

From among approximately one hundred possibilities,
tpe Research Center staff conducted phone interviews
with nearly 50 programs which fit the inclusion criteria.
In these interviews the staff tried to get an ovexrview
of the program and its functioning: What were the
entrange requirements to the program and how was drug
abgse identified by the program? What was the relation-
§hlp.between the program and the appropriate criminal
just%ce agencies? What was the nature of the program
services rendered? What were the standards for the
success or failure of clients? What was the legal
justification and status of the program? What was the
amount and source of funding? These are a few of the
types of questions that were asked,

Of the programs on which hard data was gathered,
25 were selected by the Research Center gtaff as being
most promising for indepth study on-site. The data on
these programs was then forwarded to the Drug Enforce-
ment Administration for selection for inclusion in the
field evaluation. Altogether twelve programs were sa-
lecte§ and surveyed on~site. Of these, the nine programs
dgscrlbed in this document were found to be the most
significant and useful as models,
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The field resea¥ch team sent to study each program
on-site was composed of two persons assigned to study
the general functioning of the program, its impact and
clientele; and one person to study the administrative
and financial structure and functioning. (See the Ap-
pendix for a more detailed summary of the field study
methodology.) The general study team spent five days
at each program, and the business analyst spent two days
on-site. In .addition to the three team members, a panel
member, expert in the field of drug abuse programs, joined
the evaluation team at each program for one day to give
additional perspective to their work.

The general study team collected information in
five basic areas:

{1} The flow of the program process from entry
to exit, including observation of the critical
steps of this flow when possible;

{2) Client program records describing the general
characteristics of clients served by the
program, including past criminal history.
duration and severity of drug use;

(3) The criminal justice records of clients to
determine their rate of recidivism since
entry into the program;

(47 Client opinions of their experience in the
program and the benefits or inadequacies
thereof; and :

(5) The criminal justice and community opinion
of the program's effectiveness.

The work was divided between the two members of the
general study team in such a way that one member worked
gathering information primarily within the program (flow,
client records, client interviews), and one member worked
primarily outside the program (criminal justice records
and community and criminal justice opinion).

L7



3. Problems in Data Collection

.The principal prohlems encountered in data col-
leqtlon.resulted from the limited time and resources of
4 the.prgject. At times the decision had to be made,
according to the on-site circumstances, to collect some
d§ta and not others, or to seek the desired data in-
directly rather than directly. '

' For example, access to criminal justice records
in New York City proved very difficult to obtain and
individual fingerprint records were needed to identify
~v.t§a.s§mple. To obtain an estimate of the rate of re-
c1d1v1§m on t@e sample would have been extremely diffi-
cult, if not impossible. -Consequently, in the two pro-
. grams surveyed in New York City, the rate of retention
in treatment, a more available statistic, was substi-~
tuted as the statistical estimate of program impact.

. Occasionally another kind of problem would arise,
1.e,, the evaluation staff would find it particularly
dlfflcu;t to establish rapport with the program target
population. In such instances the evaluation staff
would focus on cbtaining reports of client opinion of
the program from individuals outside the prcgram who had

received client feedback on the program, e r i
- i+ N obation
officers, welfare workers, etc. ' ger P * '

But on the whole, there were very few problems which
arose in the data collection procedure, and the degree
of cooperation and @elpfulness encountered in the program
staffs and surrounding agencies was very gratifying,

4. Considerations in Evaluating the Programs

The focus of this project is to help communities
whose brogram needs have not yet been met to profit by
the experience of already existing drug programs in
other communities, If something is working well in
cne part of thg country, we want communities elsewhere
to kngw about it, so that they can have hope for their
own situation. We also want to inform them regarding
the circumstances which engendered the success of a

given program, and why it continues to work well. Tt
1s a struggle and a gamble to get a program going which
will show genui.e effectiveness in helping people not
to.use drugs. A prime motivation for the writing of
this report has been to maximize the chances that that
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struggle will prove worthwhile for those readers who
are engaged in it.

What is a successful program? In general, we feel
that to be successful, a program should make a discern-
ible improvement in the guality of life for its clients
who may include non~drug users as well as users (an
improvement which sometimes extends into the life of
the community); further, that this improvement should
have an impact on the individual's use of drugs. In
judging a program's success in these two areas, the
researchers set high standards. To them the ultimate
wish for the clients of all the programs seen is that
they should be happy and that they should be completely
drug-free. In each case evaluated, the program's
motivation was carefully scrutinized: Did the program
feel it was important to work towards happiness and
freedom from diugs on the part of its clients? A pro-

gram which did not have this motivation would not meet

the criteria for success.

It should be pointed out, however, that in some
cases the program's interest in drug abuse was not
explicit, and yet an important impact was made in-
directly. For example, by working to better the rela-
tions between the community of East Palo Alto and the
criminal Jjustice system, the Watoto Project has helped
to create an atmosphere where drug abuse can be dealt
with more effectively. Formerly, police who came into
that community to arrest pushers were treated with
hostility, and the pushers were protected by their
neighbors because they were "brothers." Recently,
when police made a large scale heroin bust in East
Palo Alto, residents of the neighborhood where the
arrest was made turned out en masse to cheer and applaud
as the dealers were conducted to the paddy wagon.

The issue of marijuana was of particular interest
to the research team as they evaluated programs. We
believe that the goal of becoming drug-free means to
be able to face life successfully and derive satisfac-
tion from it and one's relationship with one's fellow
man without the need for intoxication by chemical
substances. This would by definition include marijuana.
The programs included in this report also share this
belief, although in realistic terms, a program does
not necessarily consider itself to have failed if it
has not reached the ultimate goal with every client.

But at least the program's mctivation is toward abstinence
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rather than merely towards a state of "responsible
drug use," ' '

In determining whether or not a program could be
called successful, the research staff considered, in
addition to philosophical orientation, soie specific
areas. An ilmportant consideration was the quality of
‘the leadership and staff of a program. Was the admin-
istrative structure sound? Was the fiscal management
responsible and workable? Did the director of the
program provide capable leadership? Did the staff
?ave confidence in him? Did he know what was going on
in the program? Could he make decisions? Could he or
other key staff members be replaced successfully if the
need arose? What was the relationship between the
staff and the clients? Could the clients trust, and
have rapport with, the staff? Were the staff “together"
enough themselves so that they did not fall prey to the
Same problems as the clients? From what sources did
the staff gain feelings of success? The clients, the

~community, an advocacy role, ete.?

.Tha socio-political context of a program had to be
considered alsa. In the evaluation of the Tucson Youth
Service Bureau, for example, such consideration was
essential. Generally valid criteria often have to be
modified in the light of an individual community's
special condition. ~

. .The quality of a program's relationship with the
crimlnal justice system was observed, The criteria
er Success in this area were wvariable. In the San
Dlegg‘Youth Service Bureaus, police officers from the
Juvenile Division are used as counselors along with
social workers and probation officers in a program
that works outside the system, In the case of Addicts
Rehabilitation Center, however, located in central
Harlem, simply coexisting peac~fully with the police
precinct on the same block constitutes as much of a
successful interface with the criminal justice system
as need be expected, given the context of the program,

The quality of cooperation or coordination was
thougpt to be important not only in a program's
relationship with the criminal Justice system, but also
in the relationship of various agencies which would
have-gontact with each other in making a program work.
The high degree of cooperation between police, probation,
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and welfare departments was noted in several programs,
or between probation, a county mental hedlth centex

and a university, in the case of the Albuguerque pro-
gram, and in relationships with City Managers and Boards

‘of Supervisors and other governmental agencies. This

igssue is important because many communities face the
problem of rivalry and mutual distrust among agencies,
public as well as private. Trust and cooperation are
necessary as ingredients 4o all programs £or thelr suc-
cessful operation.

The research staff thought it essential to examine
the objectives of a program, How clearly defined were:
they? Were those cobjectives met? What kind of self-
evaluation did the program conduct in ordex to see if
the goals were being achieved, or if they were not,
what improvements could be made? How flexible could
the program be? ‘ |

A program's success was also considered in texms
of impact. One way of assessing impact is recidivism
figures, and they were observed where possible., How-.
ever, the definition of "recidivism" under which the
survey- operated was restrictive in that recidivism is
purely connected with crime. The project's measure of
recidivism was re-arrest with a petition filed for a juve-
nile, or an indictment (as defined by the Califcrnia
Penal Code) for an adult. Thus, if a program were to
have a 20 percent recidivism rate, it would simply mean -
that 20 percent of the clientele were re-arrested within
a specified period of time from their leaving of the
program, It is obvious that there will still be many
clients leaving the program who will violate the law by
possessing drugs, but who just will not happen to get
arrested, and will therefore not be included in the
recidivism figures.

It should be noted that many of the programs in
this study had only neen in operation two years or less,
and hence had no multiple-year follow-up on their clients.
Furthermore, most of the programs surveyed, with some
notable exceptions, like the Delancey Street Foundation,
did not handle clients with serious criminal problems,
Also, the statistical sampling of recidivism rates in
this study was limited by time and circumstances to a
random sampling of some 25 cases drawn from the most
recent year's admissions to each program, The most that
such a sampling could show would be whether or not the
program was so ineffectual that it actually contributed
to criminality. ‘
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In some of the programs suxrveyed, but which have not
been included in this report, "responsible use" of il-
lggal drugs was condoned, and most of the clients con-
tinued to break the law by possessing them for consump-
tion., Yet in those programs the recidivism rates re-
mained low. In another instance numerous clients of
a program had been found to have five to seven-~year
histories of heroin addiction with no prior arrests
before eptering the program. The research staff's ob-
servation of these factors led to the conclusion that
since srrest is such an unreliable indication of drug-
taking, a true assessment of the program's impact could
not be gainad through studies of recidivism.

. An alternative method for assessing impact consisted
of interviews with clients and former clients of the
program themselves, who were consulted by the research
staff wherever possible. Interviews were also sought
with members of the community who were into contact with
the program in other ways, in some cases because they
functioned as part of the criminal justice system.

. The foregoing are some of the concerns upon which
the research teams focused in evaluating the various
programs.during their field visits. We share them with
you to give you the perspective in which we deliberated
about the functions and value of the various programs
and their processes,

B, Guide to the Program Chapters

. ;hapters IIT through XI of this volume summarize
the flndlngs of the field staff at each of the nine
programs visited, The first five programs discussed
are aimed at juveniles, the next two are specific to

adults and the last two have broad application for both
Juveniles and adults,

] The Albuquergque First Offenders Drug Abuse Program
{Cna&?er IIT} is a diversion program for first time
Juvenile drug offenders, Eligible offenders are
dlvertgd from the regular juvenile justice process at
probation intake to an educational and counseling
program,

The Watoto Project (Chapter IV) is a decentralized,
community~based juvenile probation program. It serves
an area of very high crime rates and heavy incidence of
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drug abuse and drug traffic; an arxea which is a large,
low income black ghette located in one of the wealthiest
areas of a notably rich state.

The San DRiedo Youth Service Bureaus (Chaptexr V)
provide individual, group, and family counseling, as
well as employment assistance to juveniles. They are
staffed by probation officers, police officers and
social workers, as well as university students, who all
work together in a relaxed and friendly manner that
appeals both to parents and youth,

The Tucson Youth Service Bureau (Chapter VI) is an
alternative agency for school counselors, court officials
and others who are faced with the decision of what can
be done, outside the criminal justice system, with the
youth who is delinquent or potentially delinguent. The
techniques of the program are especially directed toward
working with the youth of Mexican-American families or
other minority groups, with a strong interdependent

" social component among the community families,

The Police Department of Montgomery County, Maryland
(Chapter VII), has a policy of retaining more than half
of its juvenile drug offense cases. It handles these
informally, meeting with parents and child to decide upon
voluntary alternatives of constructive action,

The Indianapolis Treatment Alternatives to Street
Crime (TASC) Project (Chaptexr VIII) is one of several
similar diversion programs across the United States in-~
spired and funded by the Special Action Office on Drug
Abuse Prevention (SAODAP). These programs were created
to try to "impact on the drug driven cycle of street
crima to jail to street crime by providing the possibi-
lity of treatment for drug addicted arrestees.”

The Court Referral Project {Chapter IX) is a central
intake and referral agency operating in New York City.
Its primary function is to screen drug addicts in deten-
tion facilities and divert them at arraignment into ap~-
propxiate treatment programs.

Addicts Rehabilitation Center (Chapter X}, located
in New York City, is a residential treatment center which
gserves the most drug-ridden community in the country.

It seeks to provide hope that even in central Harlem a
person who really wants to, can become drug-free,
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The Delancey Street Foundation, Inc. (Chapter XI)
is a "Family" consisting primarily of former hardcore
opiate addicts and ex-convicts living and working
together for the common good. Residents are trained
and employad in businesses owned and operated by the
Foundation and live together in three large mansions
in a wealthy section of San Francisco.

The. general format of the chapters describing the
programs is the same for each program chapter. The
chapter begins with a brief introduction to the program,
followed by a summarization of the program objectives.,
Then the ability of the program to meet its objectives
and any issues conditional to impact are discussed.
Following impact is a description of the program struc-—
ture and processes and, when relevant, a discussion of
the socio-political context within which the program
cperates. The chapter concludes with a discussion of the
application and implementation of a similar model pro-
gram, At the end of each chapter are listed sources
from which further information about the program can be
obtained.

C. ‘Aggendix

The Appendix summarizes the data collection proce-
dures used on-site at the various programs. Persons
interested in an in-depth description of the data
collection procedure should consult Emrich, R. L., and
Thure, K. L., Field Data Collection Manual for Phase II
of the Survey of Community-Based Corrections, October 25,
1573, available through Chief, Preventive Programs Sec-
r&on, Drug Enforcement Admlnlstratlon, U.S. Department
¢ Justice, Washington, D. C. 20537.
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CHAPTER III

ALBUQUERQUE FIRST QFFENDER PROGRAM

The Juvenile First Offenders Drug Abuse Program in
Albuquerque, New Mexico, is a diversion program for
first time juvenile drug offenders administered by the
Probation Department, with treatment of offenders con-
tracted out to the University of New Mexico.School of
Medicine, Department of Psychiatry. The overall
objective of the program is to divert eligible juvenile
drug offenders out of the regular juvenile justice
system and at the same time to provide them with an
educational and treatment program directed at reducing
recidivism and preventing further drug abuse.

Juveniles 14 to 17 years of age, referred to the
Probation Department for a drug offense for the first
time (but not the sale of drugs or possession or use of
narcotics) are eligible for the program, If the juve-
nile admits guilt and volunteers to attend the program
rather than to proceed through the regular juvenile
justice process, he is then placed on informal proba-
tion for a period of one year. During that time he is
required to attend one seven-week session of the program
with his parent(s) or person acting 7<n ZLoce parentis,

The program format consists of 7 two-and-one-
half-hour meetings held weekly at a local junior high
school. These evening classes are divided into educa-
tional presentations to the group at large and small
group sessions directed toward helping families develop
better communication skills. Treatment staff are
professionally trained and experienced. Budget con-
straints permit one group of approximately 30 families
to be in the program cycle at any one time.

The program is committed to self-evaluation and
continuing improvement of the effectiveness of the
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various program compeonents. It monitors its success by
follow-up interviews with the offender and his family
six months after completing the program and by tracking
the post-program arrests of graduates until they reach
18 years of age. A randomly selected control group of
first~time drug offenders taken from the period 1970-71
before the program was started, who received no treat-
ment other than the traditional court and probation,
provides a baseline rate of comparison for recidivism.

A. Program Objectives

The First Offenders Program was developed because
the Albuquerque Children's Court was getting bogged
down in an overload of drug cases in the late sixties
and early seventies and because the recidivism rate
among these drug cases was s0 high that regular Court
and probation serxrvices were seen as obviously inadequate
to meet the problem. Consegquently, a program was
designed to divert these youngsters from the regular
juvenile justice system and to prowide them with drug
education and counseling in hopes of reducing recidivism
and future drug use. Because destructive family
relationships, alienation, and a lack of supporting
relationships within the family were seen to contribute
to drug abuse, the program requires involvement of both
parents in the treatment program with the offender and
directs much of its content toward improving communica-
tion and problem solving within the family.

Particular attention is given by the First Offenders
Program to spelling out its objectives clearly in a way
that allows evaluation and measurement of their achieve-
ment. As a result, the program has been able to
demonstrate its success in the following areas:

(1) Providing genefal knowledge of the ways
in which drugs affect the body and mind.

(2) Answering specific basic questions about
currently used drugs or groups of drugs.

{3) Helping the juvenile and his family under-
stand the personal, family, and social
factors that contribute to drug abuse and
interfere with a more healthy and creative
life.
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(4) Improving communication and problem
solving within the families.

(5} Improving the quality of the relation-
ship between the Juvenile Probation
Officers and the adolescents and their
families. ‘

(6) Doing research into the effectiveness
of the various components of the pro~
gram and thereby improving the quality
of the services provided.

B. Current Status of the Program

. The First Offenders Program developed out of truly
unique cooperation among local agencies and institutions
concerned about the extent of juvenile drug abuse in
Albuguerque. The Probation Department and the Drug
Abuse.Education and Coordination Center (DAECC), a local
drug information center, cooperated in the initiation
and administration of the program under the auspices of
the DAECC. The Psychiatry Department of the University
of New Mexico Medical School provided a staff psychi~-
atrist to train and supervise the counseling staff and
serve as the program's clinical director., The Albu-
querque Public Schools donated a junior high school as
a4 meeting place for the evening sessions. The Children's
Court judge lent his active and essential support to the
program,

Many of the counseling staff, who are responsible
fgr leading the small communications groups, have been
with the program since its inception in February 1971,
and either have professional degrees and/or have
amassed considerable experience since the program began.
Thg counseling staff, while largely drawn from the
Unlyersity Graduate School, also includes probation
officers, staff from DAECC, and others. It is a diverse
group of young people with a high level of camaraderie
and great enthusiasm for their work.

The program continues to have the enthusiastic
support of the Children's Court, but local law enforce-
ment seems to have some philosophical differences with
the program, feeling that the Court is too lenient on
the drug offenders. This does not seem to have much
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effect on the operation of the program, however, since
the police have no alternative within the juvenile
justice system other than to refer offenders to Proba-
tion which then has the prerogative of disposition.

Overall, everyone is so pleased with the results
of the program that it has been duplicated in 'a number
of communities throughout New Mexicoc. Despite its
success, however, the program has not been able to
obtain funds adequate to the demands on its services.
Currently the waiting list of volunteers to the program
is four months long, because it cannot get enough money
to run more than one group of 30 families at a time.
Yet the salaries of counseling staff are not particu-
larly high, are not considered adeguate compensation for

.time and effort required, and the gtaff carries on,
compensated largely by its own enthusiasm and the
gratitude of the families they serve.

C. Impact

The First Offenders Program measures success in
meeting its own ohjectives in a number of ways: subject-
ive evaluation by client families, by probation officers
by drug offenders, by staff; questionnaires filled out
by client families measuring the change in their know-
ledge of drugs and drug abuse; questionnaires £illed
out by client families measuring change in family
communication and problem solving as a result of the
program; and recidivism rates of graduates of the pro-
gram. Both subjective and objective measures of program
- impact have shown considera®tle success, In general
clients seem to like the' program and feel that it has
improved thelr family life. They also demonstrated an
increased knowledge of drugs and their effects. Proba-
tion officers have reported improved rapport with the
adolescents and their families. Interviews with clients,
their families, and probation staff by the evaluation
team affirmed these results as reported by the program.

Similarly, a sample of program graduates drawn by
the research team approyimated the recidivism rate of
clients computed by the program itself. That is, of
- 183 juveniles in the program between its inception and
January 1973, who have been followed at least six
months after the termination of the seven week program,
only 17 percent were rearrested and, of these, 13 percent

R
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were for nen-drug offenses. This can be compared to the
rearrest rate of the baseline comparison group of first-
time drug offenders arrested in the year previous to the
inception of the program. This group has a rearrest
rate of 62 percent, with 37 percent of these arrests for
non~drug offenses.

The impact of the program on recidivism, particu-
larly for drug offenses, is clearly demonstrated. ToO
the extent that arrest is a measure of drug use, these
statistics could alsc indicate that the drug use of the
clients is impacted. Interviews W}th clients and staff
indicate that the greatest impact is op_the use of
drugs other than marijuana. While marijuana use seems
to be reduced, it does not altogether stop as the
result of the progran.

D. Program Description

1. Criteria for Eligibility

A juvenile, to be eligible for enrollment in the
First Offenders Program, must meet the following
criteria:

(a) He must be at least fourteen years cld
and less than eighteen years old.

(b) He must be charged with a first offense
involving possession or use of arugs
{(no prior reported drug'offenses). He
may have a record or priox reported
violation of the Juvenile Codg s0 long
as the prior offense did not involve
sale, possession, or use of drugs.

{cy The drug offense charged has to be
substantiated by enough evidence to
make the case "provable" in the opinion
of the Juvenile Probation Office.

(@) The requirements o? (1y, (2), and (3)
' above are not applicable to cases
involving solvent inhalation.

{e) Juveniles charged with the Qossession or
‘use of opiates are not eligible.
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2. Intake Process

The intake process for the First Offender Program
is handled as a part of the regular intake process of
the Probation Department. When a juvenile is arrested,
the police forward the arrest and investigation reports
to the Probation Intake Officer who is also the admin-
igtrator of the First Offender Program. He reviews the
case and makes one of three possible determinations:

(a) the case is eligible for unofficial probation and
need not be adjudicated if the juvenile admits guilt
and volunteers for unofficial probation; (b) the case
is not eligible for unofficial probation and a petition
must be filed on the offense; and (c¢) there is in-~
sufficient information to make a determination and a
pProbation officer should investigate further. If the
case is eligible for unofficial probation and fits the
criteria of the First Offender Program, the probation
officer assigned to the case is notified that the
juvenile may be offered the program in lieu of the
regular adjudication procedure.

The first thing that happens at the meeting between
the probation officer and the offender is that the
juvenile is informed of his rights. On July 1, 1972,
New Mexico instituted a new juvenile code, perhaps the
most conservative and legalistic juvenile code in the
country. It includes the right of the defendant to re-
main silent, to ask for his own lawyer, and to request
a jury trial. The juvenile can appeal the outcome of
that trial directly to the State Supreme Court.

» After reading the juvenile his rights, the proba-
tion officer explains the First Offender Program, and
the juvenile must decide whether he wants to volunteer
for the program or go on to Court. The parent(s), or
person acting Zm loco pagrentis, must be able and will-
ing to attend all class sessions with the juvenile.

All family members attending must also be willing to
subject themselves to interviews and other evaluation
processes both during the course and for a period of
one year after the termination of the course, and must
be willing to sign written agreements to that effect.
If the juvenile and his family accept the conditions of
the program, the juvenile is placed on unofficial pro-
bation and his name is added to the waiting list for
the program, When 30 to 33 names accumulate con~-
secutively, they comprise a group which will go through
the program cycle together. '
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The extent of active supervision of the juveni%e by
the probation officer in addition to participation in
the program is individually determined by the ofﬁlger
according to the juvenile's need for such supervision
and the level of family stability.

A juvenile may also be ordered to the First .
Offenders Program by the Children's Court as a condition
of parole.

3. Program

The program consists of seven weekl¥ segsiogs.held
every Thursday night. Each evening meeting is dlylded
into two 75-minute periods. In each, 75 minutes is
spent in a presentation given to the whole group on
topics such as drug information, the psychology of drug
abuse, family communication, or the law. ?he second
75-minute period is spent in small discussion and
communication groups.

For the first three or four nights, parents and
adolescents are placed in mixed groups containing 8-12
adolescents and parents. No people from'the same
family are in the same group. For the final three or
four sessions, each small group consists of three or
four families with all family members present. A sib-
ling may be permitted to attend the program but
juveniles are not permitted to bring friends.

The large group meetings are conducted in a variety
of ways. Some of the material is presgnteq by logal
experts who lecture to the group. Audio-visual aids
such as film strips about various drugs may pe used.
Whatever subject matter has been cgvergd during the
large group meeting serves as the jumping-off polnt
for the following small group exchange. The small
groups are led by Group Facilitatgrs, who form the core
counseling staff of the program with the help of the
Assistant Group Facilitators.

4, Staff

The Clinical Director of the First Offenders Pro-
gram 1s responsible for the overall.ccordina§19n of the
program's educational content and for supervising the
Facilitators in their work with the families in small
groups. After each evening session, he conducts a
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staff meeting tokevaluate :

eet : Progress and review any prob-
éems arising in the small groups. He is also reg giqul
Oor the overall evaluation strateqgy. Sk

“he Program Administrator acts iai
P Am3; as liaison i
‘gigxiggltgi PrgbatlondOffice, the Children's Cogiilciie
. rector, and other agencies engaged i .
vices to youthful offenders. He j onsible fou i
21 . is responsibl
development and implenentation of recorgs; tra?nfg; g?e

f L L] a
t:?;l;:ié tghgagzﬁggamlls constructed to provide short
m +l€s 1in crisis Families with
, . th more
serious problems are encouraged to seek more intensive

counseling from oth i
gram cyclg. ther agen01es at the end of the pro-

Group Facilitators are sel i
: ected, interviewed
;igggggi?egoﬁoa;gioggijgcttﬁdministrétor by the Ciiﬁggal
‘ . ) Mg e Project Dir i
Probation Officer). @Grou 14 mast haner et
t £ . p Facilitators must hav
::pz;;ig;;e;g ggoup cgunseling or juvenile work,eas well
; a related field, such as teachi
; ‘ n
gziﬁwgggélg;sc§ggiglgng,lthgt would indicate famigiarity
‘ J People in our society face. T
3g§v:és§fsg2: igggéféc iogrse requiremen{s which cgﬁrie
ual demonstrates satisf i
knowledge of grou é ‘ cuseion Teonoie
: “oup dynamics and group dis i
niques at the time of the intervi v Sistant Geens
Facilitators must have gimi’ ualifications et touP
: similar qualifications but
the profe§51onal level of the Group Facilitators. nggtgt

E., Socio*Pclitical‘ConteXt

~ The Albuquerque First Offen 4 i
. ; : fenders Drug Abuse pr
did not ancounter any significant socio-political gg;ggi~

tiop in its development because it began as a cooperative
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effort of most of the local institutions and agencies
who were interested in the youthful drug offender. It
is the sum of the best ideas and efforts that the
various agencies could offer. Its commitment to evalua-
tion and feedback by program participants furtherxr
assures that the program is relevant to its target
population and that it will have the essential support
of that population as well.

The only socio-political problem the program faces
is that there is not much money available to Albuguerque
for a program like this, no matter how successful it is.
The current danger to the program is that in wanting to
respond to the great demand for its serviceés, the pro-
gram will overextend itself and jeopardize the quality
~of those services.

F. Apblication

The First Offenders Program model is really suit-
able for any community. The size of the staff and the
number of seven-week programs offered in a year could
easily be varied according to the size of the potential
target population. One constraint, however, would be
the availability of qualified treatment staff on a part-
time basig. The fact that the treatment staff for the
Albugquerqgus program have been largely recruited from
the nearby university has been a great asset to the

program.

G. Implementation

Communities thinking of possible implementation of
the Albuquerque First Offenders Drug Abuse Program
model might consider some of the following points:

(1) The Albuguerque program was the conjoint effort
of the Probation Department and local experts in drug
abuse and treatment. The commitment of the juvenile
justice system to the success of the program is implicit
in the structure of the model. Any community consider-
ing implementing a similar model would have to have
‘gimilar commitment from the local probation department

and juvenile court.



(2) The success of the rirst Offenders Program }ies
in the quality of the treatment staff and their ability
to implement the treatment strategy. Albuguerque has
chosen young professional people from diverse back-~
grounds and with a demonstrable ability to relate to
youth and their families. To carry out the baslic super-
vision of the staff, Albuquerque obtained the services
of an extremely competent psychiatrist. Also, the co-
operation and dedication among all persons (and thus
agencies) connected with the program cannot be over-—
rated as to theis coutribution to the high degree of
success that the program has enjoyed.

(3) Evaluation and feedback are an integral part
of the program model and would not be areas in which to
make budget cutbacks. These assurances that the pro-
gram is relevant to the community that it means to serve
and that the program is meeting its treatment objectives
are critical to program guality. The model provides fegd-
back for change and improvement as the staff increase 1in
knowledge and experience.

Further gquestions about the Albuguerque First
offenders Drug Abuse Program may be diyxected to:

My. Frank M. Gutierrez
Assistant Director

Drug Abuse Education Center
1824 Lomas Boulevard, N.E.
Albuguergue, New Mexico 87106

or

Mr. Daniel Perez

Project Administratoxr

The Juvenile First Offenders Drug Abuse Program
Juvenile Probation Office

County Court House, Room 230

Albuquerque, New Mexico 87101

or

ATLFY

c/o NCCD Research Center
609 Second Street, Suite D
Davis, California 95616
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CHAFPTER IV

WATOTO PROJECT

) "What are we going to do about the younger genera-
t%on?“ becomes a crucial question in an area of very
high crime rates, heavy incidence of drug abuse and
traffic; an area which is a large, low-income ghetto

~ located in one of the wealthiest areas of a notably rich

state. This is the location of the Watoto Project in
%as? Palo Alto, California. Watoto, which means
children" in Swahili, is a decentralized, community-—
based juvenile probation program.

A. Program Ohjectives

N Three principal objectives of the Watoto Project
re:

(1) To provide relevant and responsive service
to juveniles on probation within the con-
text of their own socio-cultural environment.

(2) To provi@e intensive supervision by proba~
tion officers and community-based counselors.

(3) To integrate probation services with other
agencies and services in the community, such
as the Welfare Department, the Sheriff's
Office, the Municipal Council, and a faci-
lity to which the program diverts, the
Community Youth Responsibility Program (CYRP).

The evaluation team found that Watoto was éuccess~

ful in meeting these objectives, and that it is a
unique program in many ways.
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B. ImEact

'~ The Watoto Project is one of several programs
resulting from the establishment of the East Palo Alto
Municipal Council. In order to understand how Watoto
came into being, it might be helpful to discuss the
formation of the Municipal Council.

East Palo Alto's population has grown in recent
years to about 20,000 people, most of them blac!_c° ‘In
1967 a report issued by a San Mateo County Commission
found East Palo Alto's morale to be depressed because
of an over-concentration on the community's defects
and a general sense of rejection. Many of the resi-
dents Felt resentful and frustrated by their lack of
political power. They lacked local government, and it
seemed that no one paid any attention to what they
were doing and what was going on in their community,
what their needs were, and how best to solve them.

East Palo Alto, because of its low tax base and
many financial problems, was. unable to incorporate as
a city. Because of the poverty of its population, 1t
was not a target of annexation by another city. Yet
its problems with schools, crime, community improvement
needs, and county recognition, were creating unrest.
The residents were not represented in the local govern-
ment and there was no one to express their views or
defend their interests. ’

This local feeling of unrest, perhaps coupled with
the Watts uprisings and other black demonstrations
around the country, may have been a factor which
. prompted San Mateo County's governing body, the Board
of Supervisors, to pass a resolution in July,‘1?67.

The resolution created the East Palo Alto Municipal
Council, a body to be elected locally and to be
advisory to the County BEoard. The Council was to be
comprised of five members, who would be residents of
East Palo Alto.

Usually, an advisory board of this type does not
have much political power. But after the Coupcll .
_became established, the community gained confidence 1in
the group and saw that it was actually serving the
people not only by advising the County Board, but also

by airing complaints and channeling information. As
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the Council grew in ability and strength, most of its
recommendations were accepted by the Board of Super-
visors. A result has been improved public service
along a number of lines in East Palo Alto.

The Watoto Project was developed in 1968 and
implemented in January, 1969. It came about becausz
the Chief Probation Officer of San Mateo County sought
the help of the Municipal Council in finding a mutual
solution to the problem of juvenile delinquency in
East Palo Alto. Together they decided that the present
project supervisor should be the Probation Officer in
cliarge of the project. It was under his leadership
that Watoto took on its present form.

Although Watoto's own statistical report, with
figures from 1969 to 1972, indicates a decline in
recidivism of the juveniles it has been handling, the
impact of the program was more dramatically evident in
the comments made by members of the community and the
criminal justice system who were interviewed by the
evaluation team.

Personnel at the County Juvenile Court stated that
commitments to Juvenile Hall and detention had declined
by 100 percent and more in the last year. Considering
that the area served by Watoto has the worst juvenile

crime rate in the county, a noticeable impact can be
deduced.

Everyone interviewed by the evaluators spoke
highly of the program and showed that they were
impressed by its work. It was especially apparent
from their comments that Watoto played a valuable role
as a positive force in the community.

C. Unique Aspects of Watoto

The Watoto Project is simply a decentralized part
of the juvenile probation system in San Mateo County.
Yet there are many features of the program which are
unusual in themselves, and unique among probation
programs.

For example, the program was started with maximum
community participation in its design and development.
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The East Palo Alto Municipal Council mentioned earlierxr
appointed a citizens advisory committee of 26 members

to assist in the program's development. Even the pro-
ject’s name, Watcto, was contributed by the community.
Moreover, the project supervisor is directly responsible
not only to the Chief Probation Officer, but to the
Municipal Council as well.

The composition of the staff is also unusual for a
program of its type. During the initiation of the
program, the community put pressure on the Probhation
Department to develop a staff of minority group members.
Yet, there were only two minority probation officers in
the division. Now Watoto staff is composed mainly of
minority members, but only after a lot of effort was
put into working around the Civil Service regulations.
New county civil service classifications had to be
created and oral examinations developed, as well as an
appropriate recruitment program. Watoto is the only
probation program that hires high school students to
work with other juveniles on probation. This aspect of
the program was initiated three years ago with an LEAA
grant., Eight students work with the program, writing
up their own petitions and counseling their own cases.,
The staff treats them like any other staff members and
does not condescend to them for heing kids.

Like other programs, Watoto does individual and
group counseling and works with families, as well as
doing some diversion. But, in addition, it has
developed its own group home and foster home components.
It recruits and screens foster parents for black child-
ren. Identification of potential homes is done through
radio announcements and mailings, but most successfully
through referrals from foster parents as they are being
screened by the program. If the parents pass the
screening and need a ligense, they are sent to the
Welfare Department. The homes are located all over the
San Francisco Bay Area, and primarily outside of East
Palo Alto, as it is such a high crime area.

The children meet their foster parents ahead of
time and spend a trial weekend with them, with the
option of requesting some other home if they wish. The
child is drawn as closely as possible into the planning
of his own future, as is the policy of Watoto.

Watoto is unusual in that it has a much lower
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caseload for its workers than the rest of the Probation
Department. Usually a Watoto officer is assigned no
more than 50 cases at a time. Each probation officer
works a four day shift from 8 a.m. to 8 p.m. This
enables families to come to appointments without having
to skip work, call in sick, or miss school.

In general, Watoto has a great deal of autonomy,
even though it is not separate from the Probation
Department. Of course, certain general laws and courc
policies are observed but, in any areas which would be
discretionary for a probation department, Watoto makes
its own decisions rather than relying on, or being
subservient to, the central office. The project super-
visor stated that it took a lot of conflicts and con-
frontations to arrive at this position. But Watoto kas
arrived, and it is worth it. The aim of these
struggles was for Watoto to become involved with the
whole community, to let the community know that it is
there to serve it, and not to be simply an arm of the
system, to which the community is obliged to conform.,
Usually probation steps out of community issues, but
Watoto is consistently called upon to play a role of
community advocate~-to take stands on political and
other urban issues. In fact, the evaluators observed
that the project staff were able to get a greater sense
of accomplishment and satisfaction from the program's
success as an advocate than they could derive from
helping individuals. A major reason for this is that
whenever anybody in East Palo Alto "makes it," he moves
out. In thinking of Watoto as a model, the relevance
of an advocacy role should be considered, as staff
morale in such a project is important.

An aspect of Watoto's autonomy, which the super-
visor considers especially relevant, is the fact that
the program is not federally funded. It is funded
entirely by the county as part of Probation. As a
result, the supervisor and top staff can devote their
time and energy wholeheartedly to improving the quality
of the program, without having to worry every year about
how to keep the program in existence.

As with many other successful programs, the
uniqueness of Watoto is closely tied to the individual
who got the project going. If a project similar to
Watoto were to be started somewhere else, the director
would have to be someone who could bridge the gap
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between "the system" and a minorit communit

earn the respect of both, but be w?lling to Zﬁgggg giuld
some "head bumping" in the process, in order to make
sure that_the community is getting the service it needs.
and that it has a voice in how the program works. ’

Watgto is not a drug program, though of course
many of its clients have drug problems which are dealt
with as they participate in it. East palo Alto, in
fact, has no drug program in the community. But if a
drug program were to start there, in order to be
successful, it would probably have to follow some of
the precepts that have guided Watoto.

' _The idea of a program that retains autonomv a
flgx%bili?y while gaining the support of both tge nd
¢criminal justéce system and the community, that is
based on the'ldea of serving the youth of a community °
rather than imposing something on them--such an idea

is relevant whether or not dru use is i
.S seen a
thrust of the program. g " oae 8 majer

For further direct information abo
Project, write té: 2 Ehe Watoto

Charles E. Range

Project Supervisor
Watoto Project

2156 University Avenue
East Palo Alto, California 94303

or

ALFY

¢/c NCCD Research Center
609.Second Street, Suite D
Davis, California 895616
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CHAFTER v

SZN DIEGO YOUTH SERVICE BUREAUS

The Clairemont Youth Service Bureau in San Diego
is a nice place to walk into. BAs you approach for the
first time, through a courtyard off the street, you loock
for something clinical, like a mental health center, but
it is not there. You think maybe it should be a funky
old house or a storefront with jazzy murals like othexr
drop-in centers you have seen, but such things are no
place to be found. You walk past some pleasant greenery
till you find the door, and enter a place that makes you
feel comfortable right from the start. If you are young
or hip, there is no establishment stuffiness to put you
off; if you are older and straight, there are no
psychedelic posters or "head" decorations to make you up-
tight, just comfortable old chairs, lots of magazines,
and a friendly lady who offers you a cup of coffee or
hot chocolate and chats with you while you wait to see
one of the counselors. She is supposed to be the
secretary, but you feel as if you could tell her any-
thing you had on your mind and she would offer a sympa-
thetic ear and no more than just the right amount of
advice. Something is different about this place. It is
a place nobody would not like.

Clairemont is one of the six San Diego Youth Sexvice
Bureaus. It is the oldest, having been in operation
about five years, By 1975 San Diego is slated to have a
total of sixteen ¥SB's in different neighborhoods of the
city.

A. Program Objectives

Broadly speaking, the idea behind a Youth Service
Bureau is to prevent juveniles from turning into delin-
quents. One contributing factor to delinquency,
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according to ¥SB thinking, is contact with the criminal
justice system, and therefore it is an objective to
deal with kids in trouble outside of that system.
Another contributing factor, of course, is the actual
problems that kids have that cause them to misbehave in a
manner that could lead, or is already leading, toward
delinquency. Most of these problems have to do with
family, so another objective of the ¥SB, at least in
San Diego, is to counsel the young person and work
closely with his family to help them improve parent-
child relationships. The same objective applies to
working with a school, if that is where the heart of a
child's problem seems to be.

A third objective of the San Diego YSB's is to
refer a child in trouble to the proper sources if he
needs more help than counselors working with parents
can give him.

A further objective is to open up positive motiva-
tion within a child and help .him find a way to express
it. This applies particularly to loocking for employment.
The San Diego ¥SB's have job counseling and effective
programs of finding work for youngsters both on an
individual and a work team basis.

It seems to the evaluators that the San Diego Youth
Service Bureaus are successful in achieving the object-
ives mentioned above. The YSB's are not a drug program,
but drug use naturally figures prominently in the
problems of the youth they work with. The counselors

- also see beconming drug free as a worthwhile objective

for a young person, but in reality it is hard for them
to assess how successfully it can be dealt with as an
issue separated from the other four objectives.

B. Impact of the Program

In considering the impact of the San Diego ¥SB's
it would be wise to note what kinds of young people come
to the Bureaus, and where they come from,

They are a juvenile program, and most of the youngsters

are high school or junior high school age, but some
elementary school children are also referred. The YSB
staff estimate that about 40 percent of their referrals
come from law enforcement, either police or Sheriff's
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Office. About 20-25 percent are from schools, and the
rest are self-referrals or referrals from parents. In
all cases the referral is completely voluntary. Staff
from the ¥YSB's give talks to groups in the schools;
through this means and others, they present the message
that a Youth Service Bureau is a safe place for a young
person to seek counseling.

Of the law enforcement referrals, about two-thirds
of those referred by police have arrest records written
on them. One third are cases where the police officer
gets invoOlved with the child’'s family, but works in-
formally so that there is no record of any kind.

However, the YSB counts these cases as police referrals,
so that record of such referrals far exceeds the police
records of referrals to them. Police are encouraged by
the Probation Department to make referrals to the ¥SB
without paperwork, and many officers are glad to do this.

The San Diego Youth Service Bureaus will not handle
any child against whom a petition has been filed, unless
that petition has been dismissed by the court. If the
child is appointed a ward of the court, the San Diego
YSE cannot take his case, except under special conditions
where the YSB coordinator's approval has been given.
Thus, it can be seen that the ¥YSB clients are kids who
may have a lot of problems, but they have not yet reached
the stage where the criminal justice system has had much
jurisdiction over them.

The six ¥SB's in San Diego are located in areas of
diverse characteristics, ranging from La Jolla, with
its exclusive affluence, to the South Bay, where there
is a great deal of poverty and unrest. Some of the
communities are all-white, some are predominantly
Chicano, others are quite mixed, not only with respect
to whites, blacks and Chicanos, but also to military
versus civilian populations. The YSB most closely
observed by the researchers was the original one in San
Diego, in Clairemont, a white area whose population is
mixed between blue~collar and professional people.

A random sample of 25 cases was drawn from the
files of the Clairemont Bureau, the cases being ones
which were opened during the period from September, 1972
to September, 1973. Among them, only two were sub~-
sequently seen to have had petitions filed against them,
as checked with the Probation Department recoxrds.,
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This fact would seem to indicate that the ¥YSB had a
successful impact on the young people with whom it deals.
But far more impressive than such records are the testi-
monials of individuals who often come back to the Bureau
to say hello, to thank the people there for having
helped them, and let them know how things are going.
This includes young people, parents, and even a police
officer who used to be on the staff. During the five
days that the researchers were on the premises, at least
five such instances were noted. 1In one case a young
mother came in to show her new baby to the clerk and
other staff., Afterwards the researchers learned some-
thing of her story. She had been in touch with the ¥SB
at a time when her boyfriend was getting her pretty
deeply into drugs with him, She decided that she wanted
to get away from drugs herself and it led to a dis-
agreement with the young man. She decided to leave him,
but he would not let her, and kept pestering her, One
night he got stoned and kidnapped a neighbor's child as
a sort of blackmail hostage, whom he threatened with a
knife and abducted to a canyon. Police followed him and
shot him fatally. The whole incident was a terrible
trauma to the girl, but after a while she recovered and
got married to a nice, stable young man, whose baby she
was now bringing in to show to her friends at the YSB
who had helped her through some difficult times a couple
of years before. There were other incidents observed
also, where kids would just come in to chat, ewven though
their cases had been closed and they had no appointments.

Another way in which the San Diego ¥SB's impact can
be seen is in the numbexr of jobs it has enabled its
clients to get, either through Youth Service Bureaus,
Inc., a work team project where clients 14-16 go out in
crews to do yard work, maintenance and other jobs, orxr
through individual placements., The counselors in charge
of these efforts have lined up many employers in the

community who give priority to YSB applicants for
openings.

Kids seem to "straighten out" after contact with
the ¥YSB in a way that is most rewarding to the staff.
Staff feel it is hard to tell sometimes whether it comes
from the natural maturing process or from something that
they did to help. To an outside observer, it seems that
the understanding of the Y¥YSB counselors is helpful far
beyond the point of merely "giving the kid a break."

The clients really appreciate the extra effort.
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C. What Makes It Happen in San Diego

: An important feature of the San Diego YSB's is that
different agencies are working together in harmony to
make the program succeed. The program is under the
Probation Department administratively but staff members
are also contributed by the police, the Sheriff's Office,
and Welfare. Thus, the program is part of the system,
with the system's advantages, and yet it works ogtglﬁe
the system in a way that allows for greater flexibility
and an easier relationship with the clients and the
community.

The counseling staff at Clairemont, for gxamp%e,
includes two probation officers, a police officer from
the juvenile division (that position rotates annually),
and an MSW social worker. At the ¥YSB, however, they are
all counselors' and not differentiated as to what depart-
ment they come from. In viewing the San Diego YSB's as
a model, however, it should be noted that an unusual
situation exists in that city. Before the ¥YSB's were -
set up, there was already unusually good.cooperatlon
among agencies, particularly between police and proba-
tion. Although the program was initiated under the
latter, the police were involved in it from the start,
and other agencies, city and county, including the
schools, willingly gave their support without too much
hesitation. In many other cities such a happy state of
affairs might not exist, and a similar coordigatlon
might take a lot of time and hard work to achieve.

Another 'interesting feature of the San Diego ¥YSB's,
as typified by Clairemont, is the fact that straight,
adult counselors have no trouble relating to teenagers,
and vice versa. There is no attempt on the part of any
of them to cultivate a "street image" or youth-oriented
appearance or demeanor. They are even called "Mx." or
"Mrs." by the clients. Of course, they do not wear
business suits, and their manner is relaxed and informal.
But it is noteworthy to see that if the kids know they
can trust someone, the outward image loses much of its

importance.

This lack of image-consciousness on the part of the
staff is an advantage in that they can relate to the
parents without setting up any “"vibes" that they really
are siding with the youth culture. But that does not
mean that they necessarily side with the parents either.
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The San Diego YSB staff have built up a large store of
credibility by emphasizing a "no-bust" policy. This
confidentiality means not only that what the kid tells
his counselor will not go to the police, but also not
to his school or to his parents. The confidentiality
as regards parents is interesting because the Y¥YSB
requires that the parents get involved after the youth
has seen a counselor once or twice. They must be noti-
fied and the matter at hand discussed between them and
the counselor. Yet, one researcher observed, when
sitting in on a counseling session with a boy and also
in another discussion the same day betweern the counselor
and the boy's stepmother, that nothing the boy told the
counselor was repeated to the stepmother, even though
the same incidents involving both parties were brought
up in each conversation.

Counseling is the main activity of the ¥YSB, but
referrals are also important. For example, if a kid
turns out to have a serious mental or medical problem,
he will be referred for treatment. In other instances,
too, a ¥YSB counselor may find that a kid's situation
simply demands more specialized or intensive handling.
When a referral of this type is made, the matter is
always discussed with the youth first. For example, a
counselor had been dealing with a girl who had been
using LSD repeatedly with obviously bad results to her
mental functioning. Her counselor warned her that he
was going to have to refer her to a certain mental

health institution if she continued. In another instance,

a l2-year old girl was having a recurrent after-school
sex party with several sailors. The counselor tried to
keep her underxr control by getting her parents to work on
her, but he told the researcher that if that did not
improve the situation, he would have the police warn the
sailors involved to leave the girl alone or else they
would face statutory rape charges.

Besides individual counseling and referral, there
are also group sessions, separate youth groups for high
school and junior high school ages, some family groups,
and occasionally parent groups. And, as mentioned
earlier, there is the employment counseling program.

D. Where to Go From Here

The researchers are most enthusiastic about the San
Diego Youth Service Bureaus and, thinking particularly
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of the original Clairemont bureau, recqmmepd the set-up
as a model. The cooperation and coquLnatlon aspect
regarding different parts of the criminal justice
system, as mentioned above, was not a prop}em in gan
Diego, but could be one elsewhe;e. What Q1d require a
lot of effort, though, was gettlng community ln?erest
and confidence, and letting the kids know that it was a
friendly place that they could trust. T@e founder ofl .
the San Diego YSB's feels it especially important to le
people know that you are there to serve them, and to be
willing, at first, to perform a variety of unexgected
services, going out of your way to be pelpful, in order
to build a friendly atmosphere. Offer+ng people a cup
of coffee or chocolate when they come 1n helps also.

perhaps the best thing to say about this program as
a model is that like other programs V}51ted by t@e
evaluators, it was started by a dynamic leader.w1th un-
usual abilities to pull things together. But it held
together so well that when she left it and anothexr co- 4
ordinator took over, the Youth Service Bureaus continue
to move on as an outstanding, stable and expanding pro-
gram. This should be encouraging for other commugltles
who might be interested in starting sometylng 51mll§r:
People to contact for first~hand information would be:

Mr. Phil Tippett, Coordinator
San Diego Youth Service Bureau
3650 Clairemont Drive, Suite 1l
San Diego, California 92105

Mrs. Elizabeth Clark _
Regional Criminal Justice Planning Board
County Administration Building, Room 268
1600 Pacific Highway

San Diego, California 92101

ALFY, Inc,

c/o NCCD Research Center
609 Second Street, Suite D
Davis, California 95616
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CHAPTER VI

TUCSON YOUTH SERVICE BUREAU fg

The Tucson Youth Service Bureau was ;utabl;shidrzf
an alternative agency for school counseluis, ﬁc 00
source officers, court officials and others w otaige cha
faced with the decision of what can be done,_oudsliﬁ the.
criminal justice system, with the youth whg is iuthg
or potentially delinquent. The progxam cffers iin i
counseling through indigengus youth.workers goi L glien—
the community rather than in an office. It he pd gllen
tele obtain employment, financial assistance, an other
such services either directly or from‘other agpfopc
agencies. The program target‘pgpul§t102’conzliugities
youth under 18 years of age living in the Mo ell ities
areas of Tucson. These Model Citiles areas, cz Tecson‘s
m»i0s by the local residents, encompass mosg ols usome
65,000 Mexican-Americans, 3,000 blacks, and also

American Indians.

ifd i deal
e Tucson YSD does not spe01f1cal}y 1nte?d to 2 )
witihyoung drug offenders. However,‘1§ provxdesti d323r
sion model which can be applied specifically to 1? ;og
problem. Further, although this program coverg’a ct?
blems of youth, its therapeutic dynamics are lrefamgly
relevant to the problems of young drug users in a <

oriented community. :

A. Program Objectives

satially, there are no existing programs other
thaﬁszgz ¥YSB gﬁ the Model Cities areas oOr evenllntzgis}
city of Tucson, except for the VIP program (Vo}unS er
in Probation), that specifitally focus on sgrvtcinder
pre-delinquent and delinqgent youth who ari ngtate er_
jurigdiction of the Juvenile Court or of t iﬁ‘ ate b
partment of Corrections. The objective of the
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been to provide direct services to the troubled youth
and specifically to reduce recidivism and court adjudi-
cation of Model Cities youth. Both criminal justice

opinion and program statistics indicate that they have
been successful. ‘ :

Another objective is beginning to evolve in the
program: that is the development of the peolitical con~
sciousness of the Model Cities youth and their families.
It is the hope of the current director that eventually
the ¥YSB will be so successful in accomplishing this ob~
jective that the ¥SB will no longer be needed by that
community. Plans in this direction center around or-
ganizing youth and their families so that the interces-
sion of the YSB with the "establishment®” on their behalf
is no longer needed. It is too early in its develop~
ment to measure the program’s impact in this matter.
However, it can be predicted that the rate of their ad-
vance will depend & great deal on the evolution of the
socio~political structure of the greater Tucson area.

B. Relationship to the Drug Problem

Except for the small portion of their caselcad
that is referred for offenses involving drug abuse,
the Tucson ¥YSB does not officially identify those
youths who are abusing drugs among their clients. The
director estimates, however, that some 40 percent of
the program clientele are involved in some druy use.
Marijuana is the most common drug, but alcchol abuse
is becoming more frequent. There is also some solvent
and glue sniffing, but hardcore drug abuse is rare.
The ¥SB does not address itself to drugs as separate
from other problems of the youth. Inasmuch as the YSB
works with the youngster as. a whole person in relation-
ship to his family and his community, whatever problems
the youngster has, whether from drugs or other sources,
are dealt with in the total context of his being in the
world. The counseling staff do not generally work with
the drug problems; per se, of their clientele.

C. Current Status of the Program

~PreSent1y, the Tucson ¥SB is in its third year of
operation. The project director is responsible for the
overall administration and implementation of the ¥SB

49



program while under the ai i
e rection of
rector of the Family Counseling Agenc§

he executive di-

of Tucson, the

spons
P Or agency. Many of the counseling staff have been

two

behi
hind them. The progyam has a formalized system of

are also frequently rof
are 0. f ererred to the YSB
n officer and youth worker will work'zggj§?§t§§022~

these. The police g
. epartment of
\gg;gs dlrect}y to them, although Sgﬁgh
ice Department wiljl not. The YSB ig

Yeater Tucson
continuing to

tx i i

so¥ Egee§§§§%;Sh a d}rsct referral system with them al-

Schools in themMggz?ﬁcgzii;e i Sl ering o sosophies

Seh ; areas also ref i~
ctly to the vsp Youth whom they feel wguig ﬁggzgigl

from the king of round-th
T i ~the~ sk i1
‘sellng available through thglggg i the

The brogram, however, is currently

community coun-

facing pressures

whic
h may lead to Some substantial changes in its struc

ture. 1In 1974 its budget.will probably

be reduced 75

ercen
bercent because of the current administratiye cutbacks

in OEO ang related funds. Also,

there ig Pressure from

th ]
e City of Tucson for the pProgram to go citywide in

sharing

agenc 3 51
g Y will have the choice of arbitrarily limiting the

ngmper of referrals‘they accept, moving

D. Impact

With its present 1
, evel of servj
zggsqngS? hag established an exceli:Sé
Juvenile justice system, local schoo

50

however, the
reputation with
1ls, and the

SouthhTucson‘police, All representatives of these in-

stitutions interviewed expressed considerable confidence
in the genexal quality of the ¥SB youth workers and felt,
on the whole, that youngsters with whom they have signi-
ficant contact become less troublesome to the community,
the schools, and the court. Also the program has statis-
tices that indicate that the YSB has indeed been able to
reduce recidivist arrests and adjudications among the
Model Cities Youth.’ A current report stated that in
1972, as a result of serving 9 percent of the Model
Cities youth, recidivism as measured by rearresgts in
that area, decreased by 8 percent and adjudications de-

creased by 15 percent.

E. Core Program Component--The Youth Worker

The unique component of the Tucson Youth Serxvice
Bureau responsible for its success has been its utili-~
zation of the indigenous paraprofessionals as youth

workers in the barrios. These young people, averaging

25 years old, are recommended to the ¥YSB by barrio re-
presentatives and generally were raised and are pre-
sently 1living in the barrios. From the list of suggested
candidates, the ¥YSB tries to select those who would

seem most capable of relating to youth, and who show

the most skills or potential in being counselors of
youth. One male and one female youth worker are as-

signed tec each bareio.
1. Training

. The original youth worker staff was trained in be~-
havior modification techniques, but eventually felt that
these were inappropriate to the type and needs of their
clientele. More recently they had an 18 week workshcep
in group process and role playing which they found much
more valuable in their work. Now new youth workers re-
ceive in-service training and are closely supervised

"pProgram records are kept completely cenfident%al
and are released only upon the written permission of

both the individual client and the program director.
Consequently, it was not feasible for the research team

to attempt to sample the records and to obtain its cwn
measure of recidivism of program clients.
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by @rained and experienced casework supervisors. In
add%tion'they are strongly encouraged to continue with
thelr training on their own, and the YSB gives them
about six hours release time to go +o school and pays
for tuition.

2. 'Responsibilities

. The youth worker is the core of the Tucson YSB.
He 1s responsible for helping his youthful referrals to
evaluate Fheir needs and problems and for developing
and carrying out a treatment plan with the youth. This
may include going to Court with the youngster if he is
rearrested, helping him secure employment, tuition or
money for school books, or settling disputes with his
family or the school. Inevitably, and especially be-
cause he lives in the community, the youth worker is
algo an important role model for the Model -Cities youth.
Thls'fact underscores the importance of the staff se-
lection process; the youth worker must pe the kind of
person we would want youth to emulate. The worker's
basic goal with each youngster is to help the youth be~
come aware of what forces both within and outside him-
sglf lead him into trouble with the law, and to help
hlm.to learn and encourage him to seek positive alter-
native behavior.

3. Counseling Style

Thg manner in which the youth worker fulfills his
responsibilities is largely left to the individual style
of the worker although his work is woverseen by his case-
work supervisor. Some workers are more oriented toward
political advocacy, some more toward educational develop-
ment, and some more toward identity crisis and process-
type counseling. 1In assigning a particular youth worker
to a case, the casework supervisor attempts to fit the
style of the worker with the needs of the particular
youngstgr. The most important quality of the youth
workgr is his ability to relate to the youth of his
barrio, regardless of counseling style. Additionally,
@e must be able to relate to and bhe acceptable to the
institutions with which the youth comes into contact,
such as the court, probation, welfare, and the schools.
Thg YSB administrative staff stresses the importance of
Fh1§ rapport with the establishment and tries to model
it in its own behavior.
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4. - Day by Day

Whatever the style of the youth worker, his work
goes on almost entirely in the field. He checks into
his office in the morning and leaves word as to his
general activities and whereabouts that day. The rest
of his day is spent in the barrio or wherever else the
needs of his caseload takes him. When not at some
scheduled meeting or informal gathering, he is apt to
be found playing basketball in the local playground or
having coffee and tortillas with a mother in his neigh-
borhood. It is the youth worker's responsibility to bhe
available to clients and their families whenever they
need him. While he basically works the traditional 40
hour week, he is unlikely to ignore a family crisis in
the middle of the night. When problems occur or if
possible before they occur, he is supposed to apply his
particular brand of skills to help alleviate the dif-
ficulties. The need to have youth workers who have
great energy, enthusiasm, and concern for their clients
is obvious. The ¥SB tries to guard against their workers
becoming overinvolved with their clients; however, when
a casework supervisor ascertains this happening, he is
apt to transfer the case to another worker for the sake
of everyone involved. Otherwise the case is carried by
the youth worker until such time as the youth worker
and any interested agency {(probation, the schools, etc.)
determine that the youth is no longer in danger of get-
ting into trouble.

F. Socio-Political Context

Because the target population of the Tucson ¥YSB is
minority youth in a traditionally and ethnically polar-
ized city, the success of the ¥YSB has depended on its
ability *o gain credibility in the eyes of both its
clients and the majority establishment. The Mexican-
American subculture (which composes the bulk of the tar-
get population) has unique characteristics, and gaining
of credibility demands more than professional training.
It may be surmised that the indigenous worker has in-
herent sympathy for his neighbors and acquaintances.

He can identify with the difficult circumstances suxr-
rounding the families. He also knows how to get trust
and rapport in an otherwise semi~hostile environment,

On the other hand, because the program has been suc-
cessful in selecting bright, young, energetic people for
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i 5 i i d in upgrading

ts staff, who are actively intereste ) A

their skiils,,and who have been able to @eve}op some
measure of ability to relate with }ocal 1n§t1?ut19ns, :
the program alsc has credibility with the "establishment.

*

G. Problems Ahead

:nority community in Tucson is just beginning
to sti&eitéthe wgy that other cit@esf gubcultures have
stirred in the past ten years. SlgnlflC§nt changes to-
wards equality of treatment and Qpportunlt¥ arehvery
dependent on political re-emphasis an@ §001a1 c angik.1
The Tucson YSB recognizes that lt§ gblllty to help the
youth of the barrio is somewhat l%mlted by the soclio-
political context in which they live. The extent_t;
which the program can and should %nvo;ve itself W{E
community and political organization 1s.the-pr§seh
critical issue of its existence. Cuts 1in funding, oot
pressure to enlarge its target population, and @he act
that the current director is a well known po}ltlcal
activist tend to indicate that the program will pecggﬁ
more political, Ideally, it will also try to mglntw;:
some of its direct services to the community which have
proved so effective.

H., Application

while the Tucson ¥YSB does not address itsglf to
the drug problem in particular, %t does deal Wlthhthi
root problem of making contact with troubled youth a
the right time effectively. Cogsequently, there is no
reason to assume that the techniques of the program are
not applicable to the drug problems of youth in similar
communities,

e use of indigenous outreach workers in the Tucson
YSB hzg proved very successful in reaching the m1nor1§¥~
that comprises the bulk of its target population, parél .
cularly because that minority_has a gt;ong interdependen
social component among community famlllgs. The ogta
reach worker, as a member of the community, has a
a built-in entry into the families, Indeed, the workerx

 brings a specific goal and particular skills to a role

i i ¥ ity that
he already plays in the community. A communi _
has a social structure similar to that of the barrio
communities in Tucson would have the best possibility
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" of success with a program such as the Tucson YSB offers,

A community with little or no regular social interaction
between neighbor families would be least likely to be
successful with this type of model. 1In such communities,
the outreach worker would start from the role of an alien,
even though he might have grown up in the community.
Communities in which there are some l®ose natural so-
cial contacts between families might also consider the
Tucson model as a possibility, i.e., more densely pop-

ulated rural areas which are interdependent for social
contact.

I. Implementation

Communities thinking of possible implementation of
the Tucson YSB might consider some of the following
points in particular: :

(1) The potential cooperation of the local juvenile
justice system and the schools should be explored and
confirmed in advance as much as possibie. In order to
have an alternative agency, the powers must be willing
to divert juveniles to that agency. Each potential
referring agent will have some constraints and conditions
on which it will base its referrals. As much as pos-
sible, without compromising the goals of the ¥YSB itself,
those conditions should be built into the program at
its inception. Similarly, the community (including the
youth of the community) that represents the target pop-

ulation should also be canvassed for its reservations
and concerns.

(2) The youth workers should be hired out of rec-
ommendations stemming from the community itself., 1In
this way the community gives sanction to the workers'
new function. In order. to provide such recommendations,
the various members of the community should screen an
individual before the ¥YSB hires him.

{(3) Training of this paraprofessional staff should

- focus not only on their counseling role with youth, but

also on their interactions with institutionalized agen--
cizs. They must learn to be credible and of assistance
to the bureaucracy as well as to the kids in the street,

(4) Rather than impose a particular style of coun-
seling on its youth workers, the YSB might well consider
encouraging the development of whatever the worker's
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i ial consideration
: ral style might be. Specia :
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Further gquestions about the Tucson Youth Service
Bureau may be directed to:

Leonard Banes Sal Baldenegro
Executive Director ProgramyD;§§c§Z§Vice
Family Counseling Agency Tucson YO

Bureau
650 North 6th Avenue
i 646 South 6th Avenue
micson, Arizona 85716 B ot rizona ppags

ALFY ’
c/o NCCD Research Center
609 Second Street, Suite D
pavis, California 95616
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CHAPTER VII

MONTGOMERY COUNTY DRUG EDUCATION SCHOOL

"A. Law Enforcement Against Labeling

The concept of diversion for juveniles ig based,
in part, on "labeling theory." This is the idea
that when a young pexson who has done something
wrong is put through the mill of the criminal justice
system, he is labeled as a "delinquent" or a "crim-
inal.” This labeling tends to make him more delin-
quent, by convincing him that he actually is an in-
curable criminal; it furnishes him with a negative
identity which he otherwise would not have had, and
thus begins to force him into the mold of a menace
to society. Such labeling is particularly destruc-
tive, since many youths who commit crimes are not
true criminals, and very often tend to straighten
out during the natural process of their maturing.
What they really need is a little guidance rather
than a condemnation.

The proponents of labeling theoxry are in favor
of diversion of young offenders at the earliest pos-
gible point in their contact with the criminal justice
system., But it is unusual to find representatives
of that first contact point, namely, the police,

initiating a policy to protect youngsters from being
labeled. ;

This is Jjust what has been happening in Montgomery
County, Maryland, for the past ten years. The Montgo-
mery County Police Department has used notable versati-
lity in dealing with juveniles. Of particular interest
is their handling of drug-using kids undex 18. Mont-~

. gomery County is a white suburban community not far

from Washington, D. C. There are few blacks in the
county, and a disproportionately low number of black
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arrestees. Though there is some heroin, t j

is multiple drug-taking and a tremendgué a§§u§332§ ggggiem
juana among the young people. What the researchers have
found impregsive was not so much the treatment alter-
natives for dealing with the situation, or indeed any
particular program, but rather the appropriateness of the

attitude of the police department t o ;
offenders. P oward youthful drug

B. Program Objectives

It would seem that the Moatgomer i ;
: . : : X y County Police have
three objectives in dealing with juvenile drﬁg abuse:

(1) To minimize the criminalization of

. outh--to
make sure that kids have every chance they cgn get to
gtralgptgp thgmselves out before getting messed up by
the criminal justice system.

(2) To make sure that a juvenile can co ; i
a clean record after he turnleS. (One ofctggtrggegiggggs
obseyved a succesgful completion of this objective, when
he witnessed an eighteen year old inquiring of a counselor
what wogld happen to his juvenile record of marijuana
possession, and then overheard a conversation between the

counselor and a police lieutenant who told hi
record had been destroyed.) im that the

§3) To maintain order and reduce juvenile cri
?he q;st%nguishing quality about the'first two objgﬁéives
is discrimination, not weakness. The police department‘
still bellgvgs in controlling the more serious offenders
through crlmlpal justice, and in sending to court youths
who have persisted in committing drug offenses. For
example, the Police have agreed with the Drug Education
ighogl, to which they divert many juveniles, that if a
tld is caught on a drug charge while participating in
he school program, he will not be given special
consideration as "already diverted,"™ but must undergo
the normal judicial processing. '

The evaluators feel that the Montgomery C

i ‘ t

Polioce Department has been suc DEJOMETY LounY
objectives. cessful in the above
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c. Impact

The researchers did not collect impact data them-
selves, nor are the available statistics broken down foxr
drug users, except for a small random sample from the
Drug Education School. Nevertheless, the following
information from the Police Department is presented to
give a picture of impact:

of some 5,000 juvenile arrests (for all offenses)
made in a year, about 50 percent are held by the police
(as compared with 60 percent in the case of drug
offenses), 25 percent are screened out by juvenile
services to receive informal probation, and 25 percent
actually come before a judge. A survey made about two
years ago by the Police Department showed that of those
cases held by the police (the first 50 percent), only
23 percent were gubsequently arrested at the time of
the survey.

Oof a sample of 19 cases sent by the police to the
Montgomery County Drug Education School, & were screened
out by the school at intake, 2 left the program without
completing it, and 11 completed the program (of the 11,
4 actually were still ongoing but were very close to
completion). The sample of clients was picked at random
from the total of the school‘'s cases during a one-year
period. Of the cases screened out at intake, 3 had
petitions filed subsequently. Of the "early~outs," one
later received a petition, and of thcse who completed ox
were ongoing, none received petitions. Thus a total of
4 out of 19 recividated. That is approximately 21 per-
cent, almost the same as the police figure for recidi-
vism based on all cases retained by the department.

With regard to the very low recidivism shown in the
Drug Education School cases, it is not a proven fact
that the School's program wag actually the cause of
the kids staying clean. Perhaps just being given a
break was all they needed. In any case, even if the
school were tremendously effective, caution should be

taken in using such statistics to prove it.

D. How It Works

The Montgomery County Police Department estimates
that 60 percent of the juvenile drug offense cases are
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retained, handled informally, by the department. Of the
remaining 40 percent, about half are screened out by
juvenile services and the remainder go to court. Thus,
a careful screening process separates the seriously
delinguent offenders from those who are a mere nuisance
and those who cause public problems of intermediate
proportions. Only the 20 percent who pose the most
serious threat to the community receive juvenile court
petitions.

In screening the juvenile to see what action should
be taken, the arresting officer not only releases the
child to his parents, but has the family return within
several days to discuss the situation with him. On the
basis of this additional discussion he prepares a
detailed report of the case and makes a recommendation,
for example, that the juvenile's case be retained and
that he be referred to the Drug Education School. The
officer then keeps in touch with the school and makes
sure that he receives periodic evaluations of the
juvenile's progress from the school. As mentioned
above, if the kid is arrested again while in the school,
he is taken to court. If not, his record remains clear
and at age 18 the police record is actually destroyed.

From what the researchers have seen, the Montgomery
County Police Department's approach to the juvenile drug
problem has been effective and worth considering as a
model. The Police Department considers the Drug Educa-
tion School a key factor in the picture, and a success-
- ful one. .Such a facility does serve a need, as any
police department would be most anxious to know what it
should do with the kids if it retained such a high
proportion of drug offenders, as is the case here.

An important indicator of the Montgomery County
Police Department's attitudes is the fact that it in-
vites members of the Drug Education School staff to come
to the police academy to train recruits in the handling
of young drug users. Unfortunately, the researchers
cannot make an adequate assessment of the Drug Education
School's effectiveness, as it is presently in a state of
flux due to a change in administration, staff, and a
pending change of location. :

The Montgomery County approach is something that

individual police officers have done for years in many
places, but often without support from their department.
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A department-wide approach could be applied to a wide
variety of communities, but modifications might have to
be made according to the nature of the community and the
kinds of resources available. A program like this might
work quite well in an inner-city ghetto, but care would
pave to be taken that the offenders involved were
indigenous to the locale and could relate to the youth
effectively. It could work with users of hard drugs,
but appropriate facilities would have to exist for them
to be referred to. In its present situation the program
works best with youngsters who have not yvet become
hardened in their attitude, who are likely to appreciate
a break that will allow them to grow up straight, and to
whom the criminal image does not appeal.

?he Montgomery County Police Department has been
pursuing its current policies for about ten .years.
Their operation looks solid and stable. But one cannot
reproduce such stability and success simply by throwing
a switch that will automatically institute a new policy.
There would be much work to be done to deal with indivi-
dual officers on an attitudinal level, training to be
accomplished, and hurdles to be overcome which the
Montgomery County Police Department has already gone
through. This could well take time to do if the police
department in another community were to try a similar
approach starting from scratch.

It should be pointed out thit the Montgomery County

Police Department's approach of retaining cases and work-

ing with families applies to juveniles in general, not
specifically to drug offenders. But the principles in-
volvgd are most relevant to the drug precblem. Inter-
vention of the right kind, coupled with an understan-
ding of the needs of an individual on the part of law
enforcement, are important ingredients in dealing with
the total community drug abuse picture.

In order to get further information first-~hand about

how the Montgomery County approach got started, the man
to contact is:

Major J. Bechtel, Chief

Division of Inspectional Services
Police Headquarters

Montgomery County Office Building
Rockville, Maryland
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CHAPTER VIII ' f

INDIANAPOLLS TASC

The Indianapolis Treatment Alternatives to Street
Crime (TASC) Project is one of several similar diver-
sion programs across the United States inspired and
funded by the Special Action Office on Drug Abuse
Prevention (SAODAP)., These programs were created to
try to "impact on the drug driven cycle of street crime
to jail to street crime by providing the possibility of
treatment for drug addicted arrestees," They were
primarily desmgned to deal with opiate addicts, but
the model is also relevant to offenders who are depen-
dent on polydrugs.

The Indianapolis TASC program identifies and
screens addicts as they enter the criminal justice
system. If they voluntesr for the TASC program, it
negotiates for their release into a treatment facility
either as a condition of probation or as & condition of
deferred prosecution, Only adult addicts (over 21 years
of age) are eligible and TASC will neither accept offen-
ders who have a history of violent crime, nor those who
have been arrested or convicted for the sale of narcotics.
TASC may also be reluctant to take or recommend a client
who has a very long criminal history. The program dces
not try to differentiate those potential clients who are
truly motivated from those who simply want to get out of
jail. The possibility is held that the offender may
benefit from treatment regardless of his initial reason
for being there,

Indianapolis TASC diverts cffenders to 12 or 13
different treatment facilities including its own TASC
Clinic. The T.SC Clinic evaluates all TASC clients at
“intake and refers clients to other modalities when it is
‘deemed appropriate., The TASC Clinic itself offers drug-
free outpatient counseling, methadone imaintenance, and
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detoxification.

Indianapolis TASC has developed a high degree of co-
operation with the local criminal justice system. The
program has maximized the development of this cooperation
by choosing a staff with an already established relation-
ship with the criminal justice system and by interlacing
its own structure with criminal justice ew~’:yees. The
Indianapolis TASC program also seems to be _ole to work
within and utilize the socio-political structure of the
Indianapolis area without becoming a political tool of
the dominant power structure.

A. Program Objectives

The TASC program is based on the assumption that a
major portion of the crimes against property committed
in this country are motivated by the intent.to raise
money to support a drug habit. It is the objective of
the TASC programs to divert from the criminal justice
system those persons who are committing crimes only
through the desire to support a habit and thus somewhat
ease the load of the criminal justice system. At the
same time it is the intent of TASC to provide for treat-
ment of these individuals that will lead to their
abandoning the drug lifestyle and thus make their re-
entry into the criminal justice system unlikely.

While the TASC program in Indianapolis had only been
in existence for six months at the time of its evaluation,
it had already greatly refined its ability to identify
and to divert drug addicts from the criminal justice
system, Whether or not it will be able to provide for
their rehabilitation is another question which is at this
time toc soon to measure. The outcome will be somewhat
dependent on the quality of the non-TASC clinics to
which the program diverts. Their present effectiveness
gseems gquite variable. But more particularly, it depends
on the treatment impact of the TASC Clinic, to which, in
fact, the bulk of the new diversion clients of TASC will
be referred, And it is far too early in the Clinic's
existence to predict its potential impact, although
early results are promising.

B. ' Current Status of the Program

In the six months of its existence, the Indianapolis -
TASC program has been able to establish a solid working
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relationship with the Indianapolis criminal justice

system despite some of its initial reservations about
the TASC program.

The local detention facilities were less than eager
to have TASC screeners within their walls. They had had
Lad past experiences with paraprofessionals from local
treatment programs who had come into the jails in search
of potential clients. Also, philosophically, they are
more inclined toward incarceration than treatment for
addicts.

TASC has been able to establish credibility
and cooperation with the detention facilities in two

ways. One, TASC hirad a screening coordinator to super-
vige all screeners and to act as liaison with law
enforcement, who was uniquely gualified to gain the
respect of local law enforcement. He is an ex-narcotics
officer and a former chief of police in another city.
He is alsc one of the nation's foremost martial arts
teachers and is instructing many key police people in
the arts of self~defense. Two, TASC hires its screeners
from within the criminal justice structure itself. The
screeners in the County Jail are medical deputies in the
Sheriff's Department who receive compensatory pay from
TASC for screening potential clients coming into the
County Jail. While until recently, screeners in the
city lock~-up facility were paraprofessionals, at the
time of the evaluation, the program was planning to re-
place these with bail commissioners. The use of para~-
professionals had created a number ©f problems, not the
least of which was the inability of the lock~up staff
and the screeners to maintain a cordial relationship.
Bail commissioners already interview all new admissions
to the city lock-up in order to evaluate and make
recommendation for bail and release. Interviewing
potential TASC clients would be a concurrent responsi-
bility under the proposed plan. Most probably, they

would be financially compensated by TASC for their
additional duties.

In a similar vein TASC has mechanisms to reimburse
the county for the services of four probation officers
and a deputy prosecutor who are responsible in their
particular functions for the TASC clients. TASC also
hired a young, vivacious former probation officer from
the local probation office to act as court coordinator
in the processing of potential TASC clients through the
criminal justice process. Her experience with the local
criminal justice system and her established reputation
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the program director. In view of this fact, and because
the program is so new as to make recidivism measures
highly unreliable, the evaluation staff did not sample
the records or generate its own impact statistics.

. While the percentage of potential clients diverted
seems better than that reported by TASC programs in
other cities, it can certainly be hoped that it will get
even better as the program develops. As for the recidi-
vism rate, while it seems promising, a few months
is too short a measure.

Some of the program's potential for success can be
measured, however, by the quality of its relationship
with the criminal justice system, in that the diversion
process is dependent on the cooperation of the police
and the courts. Of the representatives of these
institutions interviewed, the overall opinion of the
program was very good and the present level of coopera-
tion seemed likely to continue as long as the personnel
involved in the diversion process on all sides did not
substantially change. Clearly, personalities had much
to do with the level of cooperation between TASC and the
criminal justice system.

D. Program Process

The Indianapolis TASC program sScreens clients in
both the city and county detention facilities, processes
them through both municipal and criminal court, and has
both municipal and criminal court probation officers
assigned to their cases. Much of the legal process is
complex and particular to the jurisdiction, and the
interaction of TASC with the systen is intricate.
Consequently, only the general form of the procedure
will be reported here.

1., Screening

Prospective clients are first contacted by TASC
screeners in the detention facility shortly after book-
ing. In this first interview the screener lets the
of fender know that he is not acting as a police officer,
that he is attempting to determine whether the offender
may be eligible for a diversion program, and that a
urine sample, if he will then volunteer one, cennot be
used as evidence against him. If the urine sample turns
out positive, or if there is other convincing evidence
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that the offender is a drug addict, the screener goes
back and conducts a much longer interview with the
potential client. The task of the screener in this
1nterV1ev is to explain TASC to the client and to trxy

to get him to volunteer for the program. It is stressed
however,.that the screener or the program cannot make '
‘any promises to the client about court outcome and that

?he program does not act as legal counsel for the client
in the court.

It has been the experience of the Indianapolis TASC
program thgt cne of the most important gualities of the
screeners 1s to be able to relate to the detention
environment and its permanent residents, the jailors.,
The other most obviously needed guality, the ability to
relate to the offenders, has been found to be a function
of'tge screener's personality, rather than his drug or
criminal history. Therefore, the personal quality most
locked for in screeners is their ability to relate in a
straightforward fashion and their sincere interest in
the betterment of their potential clients. Training of
screeners occurs on the job and under the supervision of
the screening coordinator.

2. Court Procedure

) Once a client has volunteered for TASC, and has
signed a waiver of confidentiality and authorization for
release of information, the case is turned over to the
court coordinator. The court coordinator reviews the
case for its acgeptability to TASC and negotiates with
the deputy prosecutor assigned to TASC clients as to
whether he would agree to recommend that the offender
be dlrect?d to the program on deferred prosecution or
as a condition of probation. She then appears in court
with the client as a representative of TASC and to give

pertinent information about the client as requested by
the Court.

The court coordinator has a very difficult job and
must delicately mediate between judges, probation
people{ narcotics officers, and the prosecutor's office.
Maintaining good personal relationships is very import-
ant because the Indianapolis criminal justice system
operates extremely informally. Conseguently, the court
coordinatgr must combine expertise in the intricacies
of the criminal justice system with a talent for public

‘yelations.
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3. Probation

Those clients who receive a referral to TASC as a
condition of probation are supervised by the probation
officers assigned to TASC as well as receiving treat-
ment at a clinic. Such clients are expected to either

come in or at least call the probation officer once a
week.,

4. Treatment

After the court orders the offender to the TASC
program, the client goes to the TASC clinic for intake
diagnosis and referral to a treatment modality. The
intake process consists of interviews and psychologi~
cal testing through which the Clinic determines what
type of treatment is most likely to succeed with the
client. Currently, most clients are placed in the
TASC Clinic itself, although treatment slots are avail-
able in a number of different modalities outside of
IASC. Offenders are mandated to remain in treatment
for six months to two years.

The TASC Clinic offers outpatient drug-free coun-
seling as well as methadone maintenance and withdrawal.
The counseling staff include both ex~addicts and pro-
fessional counselors. The Clinic operates very pro-~
fessionally, does not encourage clients to hang around,
and works on an appointment basis. The therapeutic
style of the Clinic seems to be an amalgam of many dif-
ferent styles, e.q., reality therapy, behavior modifi-
cation, rational therapy, etc., and it seems to be con-~
tinually evolving as the staff and the clients gain
experience with the Clinic process. A unigue aspect
of this treatment facility is that rather than buck
the coercive aspects of the diversion to treatment pro-
cess, or sympathizing with the escape of clients from
surveillance, it accepts this surveillance as a matter

of fact and uses it as a therapeutic tool to help
motivate the clients.

E. Socio-Political Context

The community context of the TASC program is the
city of Indianapolis, the capitol of Indiana and a strong-
hold of conservatism. The city has newly amalgamated
the suburbs in a unified government system under
nationally. famous Mayor Richard Lugar. Ethnically, the
old city of Indianapolis was about 25 percent black,and,
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with the suburbs included in the new city, the percent-.
age is about 16 percent. The city has a core black pop-
ulation but not a great number of other significant
ethnic populations. There are a feW'lqtggrated sections
of the city, which is experiencing a fight over de facto
segregation in the schools.

Notably, the powers of the city are almost totally
Republican. The city government is predominantly
Republican, the Mayor is Republican, and the major local
funding souxces for social programs are also tightly
tied in with Republican interests.

Indianapolis is a city of high employment, high
local dominance in terms of the ownership of resources,
and has a tightly knit establishment structure. Be-
cause the State House is only a few b;ocks away and
because the Mayor is politically prominent, city pro-
grams have substantial connections with state apd feqeral
authorities. The director of the TASC program is uni-
gquely gualified to take advantage of this highly lnt?—
grated power structure. He once worked in the Mayor's
office and has political visibility and respect among
national and local Republican sources of power. It
was clearly seen that the director's credibility with

. the power structure helped incredibly in solving the

problems of TASC liaison to other community agencies.

F. Application

A TASC~type program must be oriented to assisting
the criminally identified addict‘to move Foward a
socially acceptable lifestyle while §v01d1ng a divi~
sive and punitive role in the community. The same
efficient organizational structure, applied in a human-
itarian way in Indianapolis, conceivably might be used
elsewhere to deny rights to poor offen@ers and.exacer—
bate existing racial and ethnic community tensions.

For example, a TASC-type program unsympéthe?lc to
addicts could use referral as a weapon to maintain
social ‘contrel over minorxity drug users. The offender
could be badgered into accepting referral gnq a long
legal commitment even if the agtual probability gf_ .
successful prosecution were slight, A poor and lnnocen
arrestee might prefer diversion to extgnded pre-trial
jail time and high court costs. Especially when
diverxsion involves highly addictive methadone,
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"rehabilitation” may be much more restrictive than the
ocrdinary criminal justice process.

A TASC~type program also may abuse its community
context. If there are minority or ethnic groups highly
represented in eligible arrestees, the diversion struc-
ture must earn the support of the minority communities.
In reality, a TASC~like orxganization must have credi-
bility with the established criminal justice system if
it is to be effective. At the same time, it must be
sufficiently sensitive to minority group input so that
it cannot become (in fact or in image} another tool of
the dominant power structure to oppress minorities while
ignoring the socio-economic causes of addiction.

A TASC~type program, effectively administered, can
operate best with near-unanimous support of all in-
terested community elenments, including the, criminal
justice sector and those credible to the ethnic milieu
of the most likely arrested addicts.

G. ITmplementation

The ultimate success of a model such as Indianapolis
TASC is dependent on two things: its ability to elicit
cooperation from the criminal justice system for the
diversion process and its ability to provide for success-
ful rehabilitation of its clientele. Communities think-
ing of possible implementation of the Indianapolis TASC
model might considexr some of the following points:

(1) Eliciting cooperation from the criminal jus-
tice system is very dependent on the local politics and
current law enforcement philosophies. As has been
pointed out in the section on application of the pro-
gram, such a diversion model can easily become a poli-
tical tool and its real objectives subverted to politi-
cal interests. Potentiality for this possibility must
be measured in advance and either ensured against ox
the model dropped altogether.

(2} The fact that the program director, the court
coordinator, and the screening coordinator came to the
program with an already highly developed relationship
with the criminal justice system helped immensely in
the establishment of the program in Indianapolis, as
did the incorporation of criminal justice personnel
into the program structure. Such a procedure in hiring
the staff is really part of the model. '
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Further questions about the Indianapolis TASC program
can be directed to:

Dan F. Evans, Jr.

Director Lie TASC
Indianapolis .
155 E. Market Street, Suite 808

Indianapolis, Indiana 46204
or

ALFY

c/o NCCD Research Center

609 Second Street, Suite D
pavis, Califoxnia 95616
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CHAPTER IX

COURT REFEREAL PROJECT

In a ci i
of Hrregeas ggullggdgew York, where there are thousand
of arrested ar g }cts, and multitudes of treatment °
cliniciéﬁs“ﬁtnglon is problematic. Judges are n in
approPriaté gﬁo iz;ngt always tell what is the mo:t
sppropy treatmegt or a particular addict. Moreover
various treatment programs are often in competition it
cach o ma§ s at at times representatives from v
several may gﬁeay in court to offer their services t
the offe Undero 1shto.be diverted, with confusing °
results. mn such circumstances, there is a defini
entral intake and referral system ghéﬁlte

need is addressed b :
: ALEs y the Cou :
city's Addiction Services Agzgcﬁeferral Froject of the

A. Program Objectives

Some key objectiv
pros e ke vjectives stated by the Co
‘ ject in its initial federxal grgnt applggztiiiezizl

(1) To benefit some arrested addicts by

providing them with i
of incarceration. Ereatnant instesd

{2) To reduce the amounnt of time addicts

spend in pretrial det i
. X ention, t
reducing the detention popuiat?ggeby
3y '
{3) zgcgrigte +.. a central point of con-
Aok B tween the crimipnal court and
the :ggigi tre;tment programs which
; lcts referred by the court
g?ezebi increasing the accountability
uch programs to the court and

facilitating di it
cases. 9’ isposition of the clients'’
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(43 To continue and expand a cohesive,
orderly and consistent £low for addic~
tion treatment from detoxification to
rehabilitation, as it pertains to the
criminal justice system.

The evaluators felt that the principal objective
was (3), that (4) happened as a result of it, and that
success in (1) and (2) came as & by~product of CRP'S
successful meeting of the first two obijectives.

B. Impact

The Court Referral project’s OWDn definition of -
success is that a client should no longexr be involved in
the criminal justice system and that he should no longer
be involved in drugs. it 1s very difficult .to measure
the impact of this program in such terms. It is practi-
cally jimpossible to get access to criminal records in
New York City. Not only was it impossible for the
researchers to obtaln impactldata for that reason, but
even CRP, itself a city agency., is unable to gain access
to fingerprint records in order to derive its own arrest
recidivism xate. currently, the only measure of success
or failure available to CRP is whether those placed in
treatment programs gtay in them until such time as the
program feels they are ready o terminate.

The Court Referral project's July 1973 Interim
Repoxt states that as of May 31, 1973, 64 percent of the
offenders placed in the first quarter of 1872 had left
rreatment against program advice. Of the offenders

1aced in the first quartex of 1973, 32 percent had left
freatment against program advice as of May 31, 1873.
Admittedly, the offenders placed in 1872 had three to
five times as long to leave the progran unadvisedly.
But statistical evidence and subjective opinion indicate
that 90 percent of those offenders who leave a program
will do so in the first five months. While 68 percent
is undoubtedly a high estimate of the overall success
rate of the of fenders placed in 1973, it seems reason-
able to assume that over a comparable follow-up period,
1973 offenders will show a higher success rate than 1972
offenders. This would suggest that CRP has improved,
since its inception in Janvary, 1972 its ability to
ascertain who should be referred for treatment and what
xind of treatment progxram would best suit an individual.
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Tt should also be noted, howevex, that the overall
percentage of CRP's. referrals to me?hadone{maintenance
programs increased from 15 percent in 1972 to 34 percent
in 1973. This increase in methadone,referrals,_a
modality with an especially high rgtentlon rate, maz
have been a factor in the notable improvement of reten-
tion statistics.

Although statistics may not prov%de a sufficient
measure of CRP's success, a sense of its 1@pact can be
perceived from the enthusiastic acco%adeg it has re~-
ceived from members of the criminal justice system. A
Corrections Conmissioner stated that recently t@e numyer
of addicts returning to prisons had dropped. rifty-five
to 60 percent of the prison population formerly con-
sisted of addicts. Now it is down to 20 percent. The
Commissioner did not say that this was all due to CR¥P,
but he did state that he felt the program had played
a significant role in reducing the inmate gopulat;on.
thus enabling jails to provide better services to‘those
remaining inside the walls. Similar pr§1se was g:_menl
to the program by the warden of a women's correc?19na
facility interviewed by the researchers. An admini-
strative judge expressed his suppqrt for the program
because of its role in relieving judges of the task of
making clinical decisions, and of helping to clear
crowded courts. In addition, he was pleased that CRP
tended to eliminate the situation where rgpxesentatlves
of competitive programs would be present in court, and
mentioned that a judge he knew no longer allowed any
program representatives in court unless they were from
CRP.

As of May 31, 1973 CRP has interviewed 4,442 persons.

0f those interviewed, 1,417 were placed into treatment
programs (on the average, 270 per montp). Oyerall,
CRP believes that 65 pexrcent of those interviewed have
been retained and have resulted in no re-~arrests.

C. Program Description

The basic criterion used in selecting referrals by
CRP is thalt one must have a drug problem (usually that
means addiction, commonly to heroin or street metha~-
done) or an alcohol problem. He must not.be charged
with certain crimes such as homicide, serious robbery,
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serious assault, residential burglary, and most sex
crimes.

Reasons why some drug users are not interviewed by
CRP staff are: (1) the nature of the charge, (2) lack
of interest in treatment, (3) in the case of those
offenders in detention facilities, the failure of the
addict to identify himself or to be recognized by the
authorities as an addict.

Approximately one-third of those interviewed are
rejected by CRP staff, one-~third rejected by the district
attorney or judge (or the defendant changes his mind
about a program), and one-third get into treatment.

Thexre are no written criteria for interviews. How-
ever, an objective of the interview is to eliminate bad
risks. A bad risk would be a client who lacks motiva-

tion, who does not appear ready for treatment, or who
lies to the interviewer. 2

The length of follow-up is one year. It is thought
by CRP that if a client continues to be involved in a

program for one year, then a reasonable goal has been
attained.

~ The way the' CRP process flows is that interviewers
(defined by Civil +ervice as "supervising addictlon
specialists,” qualified by four years experience in
drug programs) are sent by CRP into the prisons and
jails in search of addicts who have been detained. An
addict in a detention facility usually spends seven
days on the detoxification floor (the interviewer is
supplied with a list of those addicts who are admitted
to the floor each day). The staff member talks to the
addict, and asks him if he is interested in long term
treatment. (The majority of interviews are done pre-
trial, right after arrest, though some clients come to
CRP directly from court, and are on bail or parole.)
If he is interested,. then an interview is conducted.

This stage in the process is really the heart of
the program. The interview consists mainly of asking
gquestions that will fill out items on a l7~-page form.
One purpose of thils intake form is to amass a large
amount of relevant data about the client which can be
interpreted according to a Pittel Index in order to
assess the client's eligibility for refexral to

&
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treatment and to determine what type of treatment would .

benefit him the most. It is also the purpose of the
interview to assess the client's real motivation. The
long series of questions is designed in such a way that
they will not only collect data, but check up on the
client's attitude, especially to see whether he might
have a tendency to lie, which would be picked up if he
gave conflicting answers to questions which are almost
identical in nature, but which are found in different
parts of the questionnaire. A liar would probably not
be sincere and therefore would not be a good candidate
for treatment. It is, of course, necessary to weed out
con artists who are simply locking for a way to get out
of jail. After completion of all the questions, the
interviewer is required to write up, at the end of the
report, his opinion of the client's honesty, cooperation
during the interview, his readiness for treatment, the
likelihood of his staying in treatment, plus any other
comments about the elient pertaining to his acceptance
or rejection. Besides the Pittel Index score, the
~interviewer's own gut level appraisal of the candidate
is also an essential factor in the evaluation. However,
it is required that this assessment be justified and

explained as accurately as possible. If the interviewer

feels that the client should be diverted to treatment,
he makes sure to include any additional facts in his
report which will make the client look good in the eyes
of the D.A. and judge. :

The CRP staff member in charge of training inter-
viewers commented that although the Pittel Index is
instructive in evaluating the forms, gut level reaction
decides it in the end. He did say, however, that it
was important for interviewers not to pre-screen the
clients; that they should form their subjective opinions
on the basis of how the c¢lient answers the questions,
rather than get into too much of a personal conversation
at the beginning as a basis for evaluating the client.
The staff member mentioned that interviewers reject 35

to 40 percent of the candidates they see on the basis
of metivation.

After the interviewer has written his report, he
reduces it to a recommendation for treatment and an
indication of what program the client should go to.

If he does not think the client is ready for treatment,
or if the client and-the interviewer disagree on which
program the referral should be made to, then no
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recommendation for treatment is made.

After the interview and decision have beenfwiitten
eport goes to the Borough Supervisor O e

égé.thihzrg is gne such supervisor for each gf the fogr
New York City boroughs in which the program 1S operative.
These supervisors have had even more exXperience than the
interviewers, and in many instances came up through the
ranks, having previously been interviewers. The supexr-
visor reviews the case and accepts or Fegectg the
interviewer's recommendation. The decision 18 made by
the supervisor, but about 30 pexrcent of the recgmmenda-
tions of the interviewers are followed. Early in the
history of the project, a number of recomme?datlogs were
rejected because it turned out'that ?he D.A s'offlce
would not go along with cases involving certain charges.
Now there has been a change, since D.A's are willing to
take heavier charges.

Once the decision has been made by the Borough
Supervisor, the case goes to the court_llalson man, of
whom there are two in each borough office. The court“
liaison people have to be good salesmen, mature, enert
getic, and smart. They are not lawyers, yet they mus
be familiar with the court process. They must haYe -
come through the project up from the“ranks. The LOE%»
liaison person is the one whovtse}ls ?he addict. %s
first task is to clear the diversion with the addict's
lawyer; usually that is no problem, Theg the lla;sgn
man presents the case to the Dlstrlgt Atloxney an -i
is asked what he wants to do about it. A significan

fact about the Court Referral Project is that it was

i i i i i i i t reqguire
the first diversion of its kind Wthb did no
a guilty plea. The Director stated that a'good deal of
time and effort went into persuading Dlstrlqt Attorneys
that this would be feasible.

After the case has been presen?ed to the DlStr}Ctt
Attorney, he can do one of three things. He can rejec
the case, he can accept it and recommend releasi og
recognizance, stipulating that ?he charges axe to te
dismissed after successful termination of t;eatmen gré
lastly, the D.A. can accept the case but stlpulgti tha
there has to be a guilty plea with a non~custodl§
centence. (In the formative process of the CourL;
Referral Project, the original D.Afs con?acted wixe
reluctant to go along with the project without the

" guilty pleu, but the Executive Director insisted that
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the guilty plea be omitted as part of the procesgs.)

. If the D.A. accepts CRP's recommendation, the
treatment program is apprised of the client's case,
usually by telephone, and it decides whether or not to
take him. After the D.A's acceptance, the case comes
to court. Usually the judge will follow the D.A's
deglsion to have the client diverted. If the judge
thlgks the client should go to a treatment program of
a dlffe;ent modality from the one recommended by CRP,
the project simply steps out of the case and leaves
?he responsibility for the client's treatment with “he
Judge and whatever program he chooses to select; he
must take his own measures to ensure that the client
goes there, and makes his own contact with the program.
However, this is an extremely rare occurrence.

Usually the judge's decision is the same as that of
CRP. When the decision is made, the client is released
and turned over to the CRP program liaison man.

] Most of CRP's cases involve pre-arraignment diver-
sion, with the procedure running as descrilbed above.
But ?here are also CRP clients who receive treatment as
a stipulation of sentence after conviction, and others
who are referred to treatment while on bail or parole,

The CRP program liaison person is an escort to
take the client to treatment. He physically escorts
hlm.f;om the court to the premises of the treatment
facility. If the client does not want to go to treat-
ment and feels he would rather disappear instead, the
program liaison man will attempt to talk him into going
alQng but will not try to escort him forcibly. If the
c¢lient does walk away, nothing is done except that he
is reported back and a warrant issued for his arrest.
The program liaison supplies an important element of
moral support. Many treatment programs to which
clients are diverted lose people in transit, but the
Court Referral Project has hardly ever lost anybody on
the way to treatment,

Cnce the person is in treatment, CRP calls in
every five to ten days to check up. If the client
leaves treatment without permission, then CRP tries to
contact him first. If this is not successful, the
project reports back to the D.A. and the judge, and a
warrant Ls sent out for his arrest. If a perscen has a
record of having left a program without permission, he
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is not automatically excluded from eligibility for CRP
diversion in the future, but it is not likely that he
will be taken on again., It is well known in New York
that warrants usually take a very long time before they
are served, but at presvont there is a plan worked out
in the Bronx which will soon be implemented city-wide
whereby CRP makes an agreement with the Police Warrant
Squad that absconders from CRP will be given priority
in being served warrants. So far, this accelerated
serving of warrants has been effective and the client
is warned in advance that if he does abscond, he will
be more likely to be apprehended than he might
previously have been led to suspect.

The procedure as outlined above applies to crim~
inal court cases which involve misdemeanors only. The
criminal court cannot try felonies. They are handled
by the SBupreme Court. CRP does get a smaller number
of Supreme Court felony cases. They are dealt with
only post-conviction. In such cases, CRP is contacted. .
by the judge or lawyer.

In a conversation with the researchers, the
Executive Director discussed some considerations that
should be dealt with if a program like the Court Refer-
ral Project were to be implemented as a model. It
would be absolutely essential to the working of such a
program to secure cogperation, first from the District
Attorney and then from the judges. If that is not
done, it simply will not work. The Director must be
conversant with the criminal justice system. He must
also be a lawyexr. The latter was emphasized not only
because of legal knowledge, but also because the
director would be dealing to a large extent with law-
vers, and lawyers consider themselves something of a
¢lub. The Executive Director advised that a Court
Referral Project not be.set up under any part of the
criminal justice system but that it remain independent
of all of them. The project must have credibility with
all of the sectors with which it deals without making
special, accommodations to any one to the detriment of
another or, for that matter, to the detriment of the
client. In New York, the Court Referral Project iu
under the auspices of the Addiction Services Agency
and is therefore autonomous from the judges and the
District Attorneys. The director stated that if he
had it to do all over again, he would not make the
project a part of the city bureaucracy. Although,
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under the present set-up, there is the advantage of
access to other agencies, such as Probation and Correc~
tions, this advantage is outweighed by the great
difficulties involved in bureaucratic red tape. He
said that as a result of this latter complication, it
becomes at times almost impossible to run the program.
Hassles encountered include tremendous difficulties
with budgetary matters and also with requirements to
operate in accordance with the Civil Sexvice system in
the hiring of employees. The Executive Director went
on to state that his biggest problem is personnel. It
is important to keep thorocughly on top of the staff.

He did not accuse any of his own staff of taking bribes,
but pointed out that this was indeed a potential

danger if the structure of the Court Referral Project
were to be naively implemented, He insists that his
Borough Supervisors be thoroughly responsible and not
take any excuses from the staff over which they have
authority. As an example of the problems faced by city
agencies, he pointed out that in the recent report on
the Addiction Services Agency, only one program
received positive commendations and that was the Court
Referral Project. R

In thinking of the Court Referral Project as a
model, it has been suggested on the one hand that it is
so well adapted to New York City that it might be hard
to apply to a smaller city, where there is less variety
and choice in treatment programs. Yet, on the other
hand, it might operate even better in a smaller city,
where the reéferral project itself could gain a greater
familiarity with the treatment programs and thereby be
enabled to make wiser decisions on where to send people.
It should be pointed out that although CRP is now city-
wide, it got going on a borough-by-borough basis,
starting only with Brooklyn, then working into Manhattan,
and so forth.

A peculiarity of New York State, which had caused
some consternation at the time of the research team
visit to the Court Referral Project, was the law imple~
mented September 1, 1973 governing sentencing for the
sale or possession of controlled substances. There was
a great deal of apprehension as to what the law would
end up doing to the justice system in general, and to
CRP in particular. As of late November, 1973, there
has been no appreciable effect on the Court Referral

Project, which continues to process an average of
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220-230 clients per month.

It is the opinion of the evaluators that al

i ) ini , though
New Yor@ has special Qroblems, in which the Court Reger—
ral Project plays an important role, it has wide

~applicability to other cities. It is not the only

model of a central referral and intake a

for example{ shares some features with ggg'ragzi.anTAsc,
tmportant difference is that TASC does not make any
pretensg Qf interest in the client's motivation as a
prerequlsltg for success in treatment, whereas screen-
ing for motivation is at the heart of CRP's operational
process., .Of Course, an essential criterion for the
success of a project like this is not only the ability
to screen clients properly, but also to make effective
assessments ¢f available treatment programs, a major
task, and one which is best performed by the referral

program itself, without relving too h ; ‘
evaluations. ¢ Yying 0 heavily on other

There %s a great deal that could be accomplished
through having more prejects like CRP. For further,

first~hand information about the pro
write to: program, one can

Martin J. Mayer, Executive Director
oxr

Irwin Davison, Director

Court Referral Project

325 Broadway

New York, New York 10013

ALFY

c/o NCCD Research Center
609.Second Street, Suite D
Davis, California 95616
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CHAPTER X

ADDICTS REHABILITATION CENTER

Drug addicts want to be cured. They
will seek treatment and, with mors
systematic guidance over a long per-
iod of time, a substantially higher
percentage will be cured... Records
show that an addict reverts to using
drugs only after he returns to his
local community and faces the chal-
lenge of attempting to live like a
normal person. When he accepts

this challenge he begins te face

a series of tests, all of which
drive him back to addiction. This
gituation points up his greatest
need, a need ARC has set out to meet.
The addict needs a half-way house

in his local community immediately
upon his release from the hospital
or from prison. He needs 24-hour

a day treatment and supervision in
his local community, and guidance in
his attempts to become a nommal
citizen.

In the above statement, made in 1965 by the founder-
director of ARC, the key words are "in his local com-
munity." Addicts Rehabilitation Center is located in
central Harlem, New York City, where it has been func-
tioning since it was founded in 1958. It consists of
two main facilities, the Crisis Intervention Center,
and the residential treatment facility on 123rd Street.
The lattexr is the subject of this report, as it is the
heart of the program, having had the more profound im-
pact on the addicts contacted. Recently, a large ware-
house building was donated to ARC, where the administra-
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tive offices are currently housed. When the building
has been converted and renovated on the inside it
will be able to accommodate all residents as well.

A. Program Objectives

ARC stated in its last report that the program's
objectives were as follows:

(1} To help participants abstain from drug
abuse

(2} To help participants secure developmental
employment

(3] To encourage participants to continue theirx
formal educational and vocational training

(4) To help participants improve their personal
self-concept, so that they are better able
to develop positive attitudes, more effec-
tive behaviox patterns, and better inter-
personal relationships

These four objectives are very closely intexr-
woven in the program and in many ways they are mutually
interdependent, especially in the cases of (1) and (4).
The program is very clear in the meaning it attaches
to "drug abuse," Ultimately it is hoped that the ad-
dict will become permanently free from heroin. It is
the program's belief that to achieve that difficult
goal, he must abstain from any and all use of intoxi-
cants, including marijuana and alcohol, as well as
methadone, while participating in the program. The
program is quite sincere in striving to attain its
other objectives as well, and from what the reseaxrchers
could observe, it appears to be successful.

B. ZImpact

From the random sample of cases taken by the
researchers, and from the figures given in ARC's own
report (April 1973), some general statements can be
made about the population served by the program. The
ratio of male to female is about B2 perxrcent to 18 per-
cent. Almost all participants in the program are
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black, most of them natives of Harlem. 22: zagizén{
are unemployed iflgtgeoiffiiﬁ?géadgﬁabiz hag not grad-

throu . 1th grade, . s . gra
ﬁZiegégiom higg school. The“majorltyTg;edi;ggiﬁ :g_
have had some prior arrest history. he drug oF mes
diction is usually heroin, althopgh.mi Tﬁe asgtgge
and cocaine may have been used as well. e ogram
length of addiction time before entering Rt i
is seven and a half years. Tha average age

is 25.

The program is strictlg v?luntarg, an% ggizozf
the clients are people who jus™ ngkh;nis A heg o
must really want toO give up dopehlf 8 30 e
1ast long in the program. Occaslongll{ e e To-
B o h referrais iroﬁutﬁihgizcigcno formal diver-
St chzgi.saﬁiébnggéam has had no difficulties
Ziig.ihe police, partly because of_1t§ rep:tzt;g L
being absolutely clean. In fact,»;t is aillegal
of the program that anyone who brings an v

s N . a
drug onto the prenlses will be immediately reporte
to the police precinct.

It is difficult to £find an objective mi:g:icgzrs
agsessing the program's impact. When the ?iles chex
took & Fardon sampéeaéfiizlg?iestﬁﬁﬁmfgﬁia that the
agﬁgrﬂpril 1972 an pri ey ’ ey found 46 days.

ength of stay in e prog
gziiagéséorg period does not seem long enogg?a;? aut
accomplish the stated objectives of t§ihp§.g client
it could be seen in the sample that el 3 2 clien
left before three weeks orx elsey@e stayz o e
85 days. In the program's own figures or237 Rpatil
period of one year, éﬁ cogldtgz :iggrggftand moxé

t least 100 days 1n X
i§2§eﬁaif of those stayed at least six months.

The question is, to what extent can_oni Eilz ;22&
the program has been successful for a g&}eg R
manent basis, judging only by the leng ot time he
has spent in the program. Lt would be mos leftpthe
to have follov-up information on P108C 110,10 o the

, but such informatldc che

Eégggigaerg. Criminal Jjustice regoiazﬁgi;g un;giziver'
: 3 o recidivism could not bg ete: .
:ﬁtﬁifgguies would not necessarily give a% 3S§ur?§%0r_
pic%ure'of drug use anyway. The only follow-up
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mation was gained in conversations with graduates

of the program and in reading the 30 case history
success stories of ARC residents presented in the
program's latest repoxrt. Accoxrding to these sources,
the program is making a tremendous impact on those
individuals who really want help. A number of paxrti-
cipants spoken with said they felt that their lives
had really been transformed by ARC. The general
feeling among participants in the program was that
anybody could succeed in becoming drug-free if he

did all that was expected of him in the program, obeyed
the rules in letter and spirit, and subscribed whole-
heartedly to the philosophy of the program. Of course,
the people spoken with were ones who, although grad-
uates in some cases, were still connected with ARC,
either through residence, employment, or both. The
real test of the program’s philosophy would be to

see how graduates do who live and work in Harlem but
are not connected with the program.

" C. How ARC Works

‘When an addict comes into ARC he is given a copy
of a 23 page document called the "Criterxia," which
consists of a detailed explanation of the program's
philosophy, history, and regulations. For the first
15 to 30 days, the addict is on Probation. He is
restricted to the residence premises and must conform
to numerous stringent regulations. He attends group
sessions at least once a day. His main task during
this period is to learn the Criteria backwards and
forwards. He will not be allowed to progress in thwe
program beyond probationary status until he passes a
cross~examination-type interview with the Rules Com-
nmittee (consisting mostly of people who have pro-
gressed to the most advanced level of the program) .
During the interview he must satisfy. the committee
that he knows everything in the Criteria, is able to
repeat key portions of it verbatim, and feels honestly
in tune with the spirit of the program. In order to
progress to a higher status the participant must also
turn in periodic written assignments, including a book
report on an assigned title. The researchers noticed
that these numerous assignments and regquirements
forced the participants to focus their minds and con-
centrate in a way which drugs had kept them from doing
in the past. One participant spoken with emphasized
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the importance for him of learning to think instead

of merely reacting. Even those participants who can-
not read or write adequately are required to complete
the assignments: books may be summarized or read
aloud to them by others, and they then dictate their
reports to someone who can write. In addition, tutor-
ing is provided.

After Probaticn, the next status level is Pre-
employed., Members of ARC in this status have somewhat
more freedom and responsibility, and, subject to various
conditions, they are eligible for occasional passes
to leave the residence. It is in this phase that the
attitude, stability and behavior of the participant
are evaluated and recommendations made with rs:zgard to
sending him into a job or school. The particmpagt_
has a choice of getting a job, seeking a job training
position, going to school to finish his academic train-
ing, or going to a trade school for skills tralning.
The program feels it is advisable for the participant
to go to school to acguire some training, if he has no
skills. Just going to work.on a menial job where ad-
vancement is limited, can cause frustration that often
leads back to drug use. The participant must spend
at least three weeks in the Fre-employed status, and
should have several experiences of going out on a
pass before progressing to the next status. Also,
he attends meetings of the Pre-~employed level membexs
and must complete another book report before being
considered for promotion.

The next two status levels arxe equivalent in
terms of privileges and responsibilities: School
and Employed. Each carries a definite structure
and set of responsibilities within the program, as
well as checks to see that the discipline involved
in the education or job is being cbserved. All em-
ployed persons and trainees are required to deposit
one quarter of their weekly pay in a savings account.
Failure to do so results in disciplinary restrictions.
At the time of graduation, the participant takes
his savings with him, which- -is required to be at
least $500. '

The final phase of the program is Re-entxy.
In this phase the participants assume responsibilities
for helping the staff run the program, as well as
getting ready to move back into society. They have
a number of automatic privileges and a higher degree of
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freedom than other participants. For example, they
are regularly entitled to overnight passes, etc.

However, if the Re-entry candidate exhibits any re-
gressiocn in general attitude or behavior, he may be

"suspended from his status. Such suspension is auto-

matic for 30 days.

In addition to the above status levels, there
are also the categories of Restriction and Violation
to which participants are relegated for periods of
time as a result of infractions of program rules,
The members of each status are required to wear a
colored button indicating which group they belong
to. A special counselor is assigned to each of the
status levels. These counselors are ex-addicts who
are not clients of the program, although they may
have graduated from it in the past. They are hired
staff, yet they are subject to some disciplinary
actions shared by program participants.

Status counselors give individual counseling to
members of their status and also conduct group ther-
apy sessions or meetings for members of the level for
which they are responsible. It is the counselors
who are primarily responsible for seeing that members
of their status fulfill the requirements expected
of them. In addition to this anthoprity, however, .
there is an imporxtant emphasis placed upon community
responsibility. A large portion of the staff of the
program is composed of ARC members who have not yet

~graduated, who are given responsibility for many of

the activities and day-to-day functioning of the pro-~
gram. A significant example of this is the role of

" the Rules Committee. This committee is the disciplin-

ary body which decides what measures are to be taken
againast individuals who violate rules of the program.
It also determines when individual candidates are
eligible to progress from one status to the next,

As mentioned earlier, a person can under no circum-
stances move up from.Probation, with all of its
stringent requirements, until he has appeared before
the Rules Committee, and demonstratad that he is ready
to accept more freedom and responsibility for his

own actions.

The Rules Committee may be seen as a somewhat

exalted body within the community but the male and
female house managers who sometimes are of a lower
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status than the Rules Committee members, are also
charged with a large degree of remponsibility in see-
ing that residents' rules are observed. Further,

each membexr of the community, including those on
Rrobation, is expected not only to behave according

to regulations himself, but to report any infractions
of the letter of program rules or the spirit of its
philosophy by other individuals in an "incident" sheet,
which is sent to the Rules Committee. Incident sheets
may be written up not only on clients of the program
but even on staff members regardless of their rank

if a program membex feels that they have acted un-
fairly or in a way that does not accord with their
regponsibilities., It is not only the right but the
duty of each member to write an incident sheet on
anyone he observes behaving contrary to regulations.
At times this procedure is avoided by "contracting."
In contracting, a person who observes someone else
doing scomething wrong will not report him in exchange
for not being reported by the other for his own mis-
behavicr. To discourage contracting, group discipline
may be enforced whereby a whole group may be punished
for the deeds of one indiwvidual.

Upon examination of the Criteria, one is struck
by the degree of strict discipline that is imposed
upon the participants in ARC. It would seem to an
outsider that some of the expectaiions are so strin-
~gent as to be unrealistic. However, among the numerous
clients interviewed, there was not one who felt that
the rules were unfair or overly strict. When asked
why they did not object, the general response was that
this was something they had to go through in order to
break away from the conditioning of the street and

the "dope fiend mentality." The only complaint about
the program which the researchers even encountered
when interviewing clients was that the rules were
sometimes not observed strictly enough by participants.
Even those who had been given violation did not in

any way seem to resent the discipline of having to
work 15 or more days at hard labor in the renovation
of the new building, in addition to bheing deprived

of all the privileges and degrees of freedom which
they had earned by progress through the program.

One client interviewed was till on Probation

after eleven months in the program, having progressed
several levels and then been demoted. He recognized
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the fairness with which he had been treated and
sitated that he was simply going to do his hest to
earn a pxromotion.

It seems to the evalunators that an impoxtant
indication that the program is attaining successful
results is that so many people are willing to subject
themselves voluntarily to the strict regimen of ARC
with a minimum of grumbling.

A number of participants interviewed said they
thought ARC was better for them than other drug pro-
~grams they had been in, including both methadone and
‘therapeutic communities. One member said he greatly
appreciated the fact that although there were strict
rales and discipline at ARC, respect was always shown
to participants, that there was no verbal hazing or
abusive therapy of the kind he had seen in othexr pro-
grams, and which he believed to be destructive. This
observation was confirmed by the two therapy sessions
observed by the evaluators. Although there may have
been a certain amount of confrontation, it was not
directed at the participant's own personality, it was
simply aimed at a particular point of view he might
be holding which represented a dishonesty to himself.
Confrontation was not used for its own sake, and
although the sessions were not superficial, there
was an atmosphere of warmth and a respectful tone, in
that members of the group cften addressed each other
as "Mr.” or "Miss" plus their last names, even though
they were on informal speaking terms.

Another participant commented that he felt ARC
to be more beneficial to himself than another well~
known therapeutic community he had tried. The other
place tried to sever the connzctrion between him and
the background environment in which he had become an
addict, It also happened to,be the environment in
which ke grew up and lived all his life~—~the black
ghetto., He said the other T.C. was trying to get him
to adjust to an environment that was more cosmopolitan.
He felt that someone whose background was white middle~
class could make it in that kind of program, or per-
haps a black person who had the ability to relate to
the white middle~class on its own terms. But he per-
sonally felt more at home in a program that was not
integrated, as the ghetto was too much a part of him
for him to "fake it" and become cosmopolitan. He
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said that if he was going to succeed at all, he would

have to succeed for real in the ghetto, and not just_let_
people condition him into forgeti;ing wl}ere he came from. .
For his purpose he felt ARC was just right.

D. Does ARC Have to Be Unique?

The evaluators feel that ARC is successfully filling .
a needed role: ' a voluntary residential tregtment center
for addicts in the ghetto. Thexe is gomethlng“spe01al
about the program that inspires hope 1n the people who
come to it and dedication in those who work there. Is
this something that could be re~created elsewhere?

pPart of the program could be recreated, and that is the
wcriteria." At least it could be made available as a
guideline for structuring a center of ARQ's'type. But
it takes a great deal of motivation to live up to the
voriteria” in actual practice. Where will that'motlva~
tion come from? In ARC it is inspired by the director,
who also founded the program, and in §tart1ng another
program like ARC, one would have to give carefu} |
consideration to what kind of person would run it. It
would have to be someone who could combine credibility
with capability. If it were not someone who had been
an addict himself, it would have to be someone gho cguld
understand how an addict feels; who can sympathize with
the ghetto pressures that drive so many to addiction,
and yet demonstrate and inspire confidence that at least,
in oneself, those forces can be overcome.

Persons interested in further first-hand information
about ARC should write to:

James Allen, Director
Addicts Rehabilitation Centerx
253 West 123rd Street
New York, N.Y. 10027

ALFY, Inc.
c/0 NCCD Research Center

609 Second Street, Suite D
Davis, California 95616

90



CHAPTER XI

DELANCEY STREET FOUNDATION, INC,

Organized under a nonprofit cor orate st
E;lagiey"Street re;ers to itself as Ehe Delangzgsétreet
co?gl Y. . The ?amlly consists primarily of former hard-
co tgp;a e addicts and ex-convicts living and working

ogether for the common good. Residents are trained

and emp%oyed in businesses owned and operated by th
Foundation. They live together i mansi
therapeutic technéque of the program is 22: E;:$2f¥

: . ynanon game, featuring confrontati

:zg honesE disclosure among the residengs. The p?gégzm
l_esses the development of self-reliance, self-disci-
pline, and moral behavior. Clients come into the pro-

gram primarily as volun ; als Nl
Justice Systei. tary referrals from the criminal

A. Program Qbjectives

The primary objective of the
] Delancey Street -
gfam is to tragsform the most hardened "ei-cons" aggo
zéizng—gut addicts into responsible and prospering citi-
. pecifically, it txrys to teach its residents

~good work habits and skills, self-discinis

t d sk —dlscipline, and a
sense of morality within : :
relationships. " forogean

ence long enough to trul ' . ;
i . g Y measure its impa N
resldents, there is substantial rea pact on its

it is transforming them in the desired direc

B. Current Status of the Program

The Delancey Street Foundatji i
Lanc B ion traces its origi
to 1969, colnciding with the time its founder andlgtﬁf
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rent President had left Synanon aftex a previous history
of heroin addiction, criminal activity and incarxceration.
Formally established in 1971, the program gets its name
from the street on Manhattan's lowex East Side, where,

in the 19th century, Delancey Street came to symbolize
the self-reliant spirit of 0Old World immigrants working
their way into the mainstream of American life. The
foundation started in an apartment with four members,
ultimately expanding to a residential membership of

260, with three large housing facilities in San Fran-
cisco's wealthy Pacific Heights. The program supports
itgelf primarily through earnings from its own businesses
--a retail flower store, an automotive service and re-
pair center, a moving company, a contracting and con-
struction firm, and a restaurant. The program's clien-
tele come primarily from criminal justice refexrals
although it also has some self-referred clients.

The evolutionary development of Delancey Street
as an organization has occurred under the same primary
leadership. So far, aside from the development of com-

- mitted managers, the President has set the tone and

sparked the program. Currently, many of the operational
tasks have been taken over by other experienced Delancey
residents, but the President is still the guiding force,
enjoying firm support in this role from managexrs and

new residents alike. It may be that Delancey Street
could continue successfully without the President, but
the program's expansion and equilibrium might be severely
affected.

c. ImEact

Clients come to Delancey Street from a number of
different counties and jurisdictions. Consequently,
the research team did not try to generate a recidivism
rate for Delancey Street clientele. Instead, impact
was measured from the reports of the program itself and
by the criminal justice opinion of the program's quality
and effectiveness.

The criteria defining program success at Delancey
Street are very high. A "graduate" is expected to be
drug-free, pursuing a socially constructive role, and
solidifying a family life. It is also expected that
the graduate will keep close ties with Delancey Street
and always be a member of the "Family." However, since
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graduation from Delancey Street is expected to take from

"one and half to two years, and since the program is less

than two years old, there are few who could be considered

. graduates. Only one was universally mentioned as grad-

uating in the clasgic way (now marrfed and pursuing an
electronics career).

Another measure of Delancey Street's success is
the low split rate despite the severlty of the program.
Only about 25 percent of their intake population has

left the program prematurely. The split rate has in=-
creased in the past few months, the major reason seem-
ing to be the overcrowding of the facilities (the Vice
President sleeps on the floor}. But, although the pro-
gram is reluctant to admit it (so as to discourage
splitting), many of those who split early seem to be
doing very well on the outside.

The overall opinion of the program by the criminal
justice personnel interviewed was very positive. The
competent handling of business affairs and develop-
ment of independent sources of funding the program,
the inspired leadership, and positive feedback from
clients referred to the program were all cited as rea-
sons for confidence in the program. One particular
concern expressed, however, was about whether graduates
might simply become professional ex-addicts and remain
as staff in the program rather than actually reentex
the community. It is too early in the program's his-
tory to judge whethexr this will happen or not, but it
is not the present intention of the program that this
should happen.

D. Program Structure

The Delancey Street Family presently consists of
a local "wlan" of some 260 residents which are divided
into four “tribes." At the head of each tribe is a
"Barber" who functiong as a counselor oxr, occasionally,
as a disciplinarian. The Barbers are clients who have
come through the ranks, are expert at the therapeutic
"game" described below and have shown advanced maturity
which allows greater responsibility. Barbers, with con-
sultation from others, make the major decisions for
regidents regarding their work roles, social responsi-
bilities, privileges and therapeutic needs,

The clinical crux of the program lies in the “game,"
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adapted from the Synanon game. It is an interpersonal
group procedure featurlng confrontation, honest dis-

"closure and group review of ‘certain behavxors of resi-

dents. New residents are the ochject of heavy gaming,

as would he anyone caught in dishonest behavior. Com-
monly, the newey family residents participate in formal
games around threse times a week, more if special games
are called. More experienced residents may only parti-
cipate in games two nights a week. The Barbers are res-
ponsible for assigning game members, and consciously
structure the game membership lists for specific thera-
peutic purposes,

Additionally, again especially with newer members,
significant amounts of individual counseling go on, some
of the attacklng variety and some of the supportive
variety., Consistent within the Delancey Street coun-
seling structure is heavy verhal attack on & person's
behavior but not on his actual self. Thus a group of
Delancey Street members, led by a Barber in a game,
may sear an erring resident with hostility and then in-
vite him out for a friendly coffee ten minutes later.
Friends of DS or other interested citizens can also pax-
tigipate in regular games which are partially staffed
by Delancey Street members,

The new resident has little individual choice; men
are requlred to shave their heads; women must weax un-
attractive stocking caps. Usually new residents are
given menial work such as the cleanlng detail or other
such tasks, Many new residents work in the cafeteria
facility at the Pacific Avenue mansion. After approxi-
mately two months of this initial probation, residents
are assigned to the different work roles available
through the Delancey Street businesses,

The Barbers see the necessity of breaking down the
the rationalizations and justifications of the typical ex-
con opiate addicts, shattering their false ideas of self~
worth, and providing them with experiences of real self-
worth based on their acticns. New Delancey Street resi-
dents are subgect to deliberate plans to make them under-
go stress, strain, and conflict. Their confusion is

maximized; yet they retain significant interpersonal

support. It is felt that typical Delancey Street
residents have never been able to effectively handle frus-
tration and turn it into constructive energy. They are
encouraged to experience their previocus lives as stupid
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and worthless and to give up any hope of getting satis-
faction from further addiction or criminal behavior.

While some of their clients are self-referred,
the bulk of referrals to Delancey Street come through
some aspect of the criminal justice system. A poten-
tial client can be refexred by the public defender in
his initial or subsequent contacts with the offender.
A probation officer can recommend or refer an offender
to DS as a condition of probation. Also, D8 residence
can be a condition of parole.

Formal access to DS does not take place without
an intake interview usually conducted by several ex-
perienced DS members, including at least one Barber.
The intake interview is a crucial event at Delancey
Street. It is where the potential client is told
exactly what to expect at DS and it must prepare him ox
her for the vexry difficult initial stages. On the
other hand, it is where DS receives a commitment from
‘the potential resident, now a commitment for two years.
The final interview is also likely to give the client
a taste of the nature of DS interaction, It is often
the first confrontation between the "jiving"” of the
con-doper and the harsh reality testing of the DS Family.
The degree of commitment from the client usually deter-
mines whether Delancey Street will accept him,

The fact that the program is honestly described
in the interview helps to discourage those just loocking
for an easy diversion program mcre luxurious than jail.
It also explains why and how Delancey Street can work
well with those facing horrendous alternatives and who
realize how bad their life has been. New residents
must be reasonably desperate to go along with such a
commitment., Yet not all of this is negative; the pro-
~gram also seeks to show.in the interview the good things
DS has given its residents-~the self-esteem, the "together-
ness,"” the identity and security which most ex-cons and
addicts do not have. . Clients see in the Delancey Street
interviewers persons with backgrounds as deprived as
theirs and who know all the psychological tricks, but
who radiate a satisfaction which exemplifies the hope
of a real and positive alterxrnative to the criminal or
addict lifestyle.

Membership in the Family requires a commitment of
all personal possessions and major life decisions to
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the Family. Delancey Street then supplies eVeryﬁging
necessary for life support and also provides goi eand
perience, tuition for education where appropriates .

" will even stake the member to a car, apartment and cash

when he is ready to gradvate.

alaries are pajid to any staff or an¥zm§mber )
of thgéBzgid of Dixeczsrs. No Qersonal profit Lg tzler
ated; all externally earned monles and labor go dac
to Delancey Street Foundation. on the othex a%a&ilies
Delancey Street supports its members and theerhiS Lie
through any difficulties’they may_encountzré this has
involved getting legal aid for children o imti%es n-
bers and arranging school experiences for rela
Delancey Street residents.

#. Application

The Delancey Street model cagno§ merely b? trang~
planted. It hasyunique charac?erlstlcs determﬁnzgver
largely by the experiences of 1@5 ge;scnnel. i to.cérw
this type of program may have sxgnlflcant app;a pacit
tain kinds of communities and cexrtain types of cli .

ing location, a Delancey Street-type‘program
is mogigzzgiegt in majo% populationhcentefs or lﬁngiiler
metropolitan areas which %aveh;eégﬁl:zé{c;::gzdﬁor S b

lated ex~convicts, ¥

giiigzgoiefailures. The community must be ;argiagigugh
tc absorb program businesses so that local meigonai crain-
are not alienated. Since employment and vora lt al train
ing are such key elements in t@e DelancgyrStregth ggme ’
the program might thrive best in gommunltlis ;;nt some
manpower shortages oY those in wylch unemp og , .
not significantly exceed the national averxage.

. ] treet approach
As for clientele, the Delancey Stx
seems most promising for the mgst dlffﬁcult cazes&tei:‘"
works especially efficientéthLth Egzncgg:ni:nmogt poo%.
ith those whose ordinary future PIoyH .
gtt%ould be used as a back-up re@abllltatlon‘agpriagﬁén
where the ordinary legal constraints ~and cr;mlnal_%ed
tice procedure have been ineffect}vehép gﬁing;ggfiéation
le and motivation. However, slghld ic | \
:gﬁld be necessary if such a program hoped §i§O :g deal
with the offender with accompanying mental illness.
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}F. Socio~Political -Context

5 The Delancey Street program must be understocd in
the context of the social philosophy propounded by its
President. Thig philoscphy guides the overall policies
of .Delancey Street and also orients its direction. The
President sees Delancey Street as a quasi-religious org-
anization, with trappings of a social movement, similar
perhaps to the early American pioneers, especially those
considered "social misfits." The program is seen as
providing a focus for the striving towards self-worth,
while including a strong commitment to basic morality
and national purpose. Delancey Street sees the drug
problem as a social and economic problem, occurring
within a culture close to economic depression, one with
a high level of corruption with injustice closing off
possibilities for the socially and economically handi-
capped. The President feels that drug rehabilitation
programs are usually ineffective because they do not
prepare clients for responsible roles in working society:;
neither do they give clients a socia' base from which to
work. Thus, Delancey Street provide'. role models to
show clients ways toward self-responsibility, allowing
them to be taught by example.

In the broadest sense, the President sees Delancey
Street as a catalytic social movement, encouraging otherxs
to organize according to their needs, endorsing,for example,
the technique of "non-violent aggression" where the good of
the people is involved. This catalytic function may be
served by the expansion of Delancey Street to other com-
munities and by its example in political and community
organization within the capitalistic structure.

Consequently, Delancey Street is explicitly a poli-
tical as well as a "treatment" program. Its vexy choice
of residence in the wealthy Pacific Heights section of
San Francisco is both a real and symbolic statement of
its socio-political philosophy. Neighbors were hardly
enthusiastic to welcome the Delancey Street residents in
their midst. The stubborn effrontery of Delancey Street's
presence there is a good example of what is meant by non-
violent aggression. It must be remembered, too, that
Delancey Street's location is not just a political state-~
ment. The program believes that the ghetto is not a
healthy environment for rehabilitation, and it chose
Pacific Heights because its atmosphere was one of success
in the world. This atmosphere of success is part of
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the therapeutic method of Delancey Street,

If San Francisco were a less politically likeral
and sophisticated city, the Delancey Street mansions
on Pacific Heights might now be burned to the ‘ground.
But for now, at least, there seems grudging tolerance
for Delancey Street's methods and message. It ig a
considerable advantage to the program that its methods
are based on capitalistic philosophy; the more conser-
vative elements of the community cannot launch any
attack on the grounds of econcmic philosophy.

" G.  Implementation

Communities considering possible implementation

of the Delancey Street model might give thought to some
of the following points: 7 ‘g

(1} In order to survive, this program has had to
develop a very strong financial and political base.
Both to maintgin its socio-political independence and
as an expression of its philosophy of self-reliance,
it has not sought public funding. The potential for
develoglng such a model is somewhat dependent on the
economic structure of the community and whether there
is room in that structure for the businesses of the
program. ‘

(2) Integral to this program, as with all such
programs, is its ability to attract referrals from the
crlmlnal_j?stice system. This is a problem both of
locgl criminal justice philosophy with regard to drug
addicts and of the potential credibility of the program
in terms of its structure and functioning., In the case
of the Delancey Street model this is particularly im~
po;tant because of the radical nature of some of its
philosophies. There must be tolerance, if not support,
of the program methods and philosophies in the community-
at-large for it to be politically safe for the criminal
Justice system to refer potential clients.

_ (3} The final critical consideration is the selec-
t%on_of_prpgram staff. To teach morality and self-
discipline to a group of hardened criminals and addicts,
thg staff has to be able to capture the respect of its
clientele as well as be models of morality and self-
discipline. This credibility seems inspired at Delancey
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Street by the capacity of the gstaff to be ¢ ona
t 2 t ompassionat
w;?h the suffe;;ngs of their clientale withoug being ke
blinded by their psychological games. 7

For more information about the program, contact:

Mr. John Maher
President

Delancey Street Foundation, Inc
3001 Pacific Avenue

San Francisco, California
or |

ALFY '
c/o NCCD Research Center

609‘Second Street, Suite D
Davis, California v
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APRENDIX

THE DATA COLLECTION PROCEDURE

A. The Data Collection Manual

The field data collection procedure for this pro-
ject is fully described in the Field Data Collection
Manual for Phase II of the Survey of Community-Based
Coppections.?® This manual provided instructions cover-
ing all phases of the field data gathering to be done
during the Survey. A preliminary version of the manual
was issued on July 26, 1973 and formed the basis for
evaluating the first three programs studied, On the
basis of the results of these preliminary evaluations a
final version of the manual was prepared. The changes
repregsented in the second version were tested in nine
further field programs.

Two teams of field researchers used the manual as
their basis for collecting data on the twelve programs,
The results produced by the two teams were comparabile
in nature with regard to the topics covered, the manner
in which the data were acquired, and the presentation
of results, This preliminary testing of the manual
suggests that it provides an effective tool for struc-
turing data collection for purposes of evaluation,
ensuring comparability of independent evaluation teams
while operating at a less sophisticated and costly level
than traditional evaluation research. It is hoped that
others will seek to utilize the manual and that further
use of it will permit further comparable, standardized
evaluations.

®Emrich, R, L., and Thure, K. L., Field Data Collection
Manual for Phase II of the Survey of Community-Based
Coprections, October 25, 1973, available through Chief,
Preventive Programs Section, Drug Enforcement Adninis~—
tration, U.S. Department oOf Justice, Washington, D. C.
20537,
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B. The Data Collection Schedule

. In August 1973, the two regearch teams began making
on-gite visits to the selected programs, While there
was some slight variance in the data collection pro-
cedire from program to program resulting from differences
in program structure, the following is a general outline
of ‘the procedure used to collect the data on which the
individual program reports are based, ‘

About 13 to 14 man-days were spent in the field per
program. A general data collection team consisting of
. two individuals spent one week in the field for a total
of 10 man—-days; a specialist in management and fiscal
matters spent between two and three days in the field;
and a panel member spent one day in the field during the
week that the generalist team wai there, on the third or
- fourth day of the visit by the generalist team,

The data collecticn by the team, *the panel member,
and the management specialist was essentially hroken up
into nine steps as follows, each with its own man-day
allocation. Table One provides a summary of these as-
signments,

The first step was an introductory or orientation
session which was scheduled to last the first half of
the opening day and took half of the time of the A mem-
ber and half of the time of the B member of the gener-
alist team. This step focused on the flow of clients
into, through, and out of the program. The A member was
especially responsible for understanding this flow.

The second step lasted two man-days and involved
a study of the process of serving the client conducted
entirely by the A member of the team.

_ Steps Three through Six were all concerned with the
collection of impact data. The third step was concerned
with an examination of the program's own records and was
also conducted by the B member of the team and involved
one, to two man-days. '

. The fourth data collection step,consisted of one day
‘of interviewing criminal justice personnel, and was done
by the B member. This step involved asking criminal
justice system personnel for: their overall impression
of the program, their assessment of the impact of the
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TABLE ONE

...... '

THE DATA COLLECTION RESPONSIBILITIES

The Generalist Team Management

; Analyst
A Member B Member
DATA COLLECTION Average Average Average
STEPS Days Days Days

l. Orientation and

Flow .5 .5 .5
2, Program Process 2 | -~ -
3. Impact--Program

Records - 1.5 -
4. Impact--CJS

Reaction - 1 -
5. Impact-~CJS

Records - 1.5 -
6. Impact--Ex-

Clients 1 - -
7. Community .

Reaction . 1 - -
8. Panel Member - .5 .5 -
9. Management _

Analysis - - 1.5

TOTALS 5 5

[V

program, and a description of thé intake procedures,

- whereby individuals come from the criminal justice

system into the prog;a@.g The concern with client flow
in and out of the grlmlnal justice system was an exten-
sion of the analysis of flow from the program's perspec-

tive, carried out in Step. One.

q ~ '

If‘the.prOgrgm_was part of the criminal justice system,
then this activity looked at the flow of clients between
the program and other parts of the criminal justice system.
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The fifth step involved an examination of criminal
justice system records, required ohe to two man-days,
and was handled by the B member of the team.

The sixth step involved interviews with formexr
clients of the program. These interviews were focused
on clients who have completed the program recently.

This step was conducted by the A member and required
one man-day.

The seventh step, linked to the fourth step above,
consisting of one man-day and handled by the A member,
was an interviewing of community leadership in order

to obtain information of the community acceptance of the
program.

The eighth step consisted of working with the panel
- member during his one day on-site: half of -that day
the panel member worked with the A member and a half
with the B member; thus, this step represented a half
man-day for each. The panel member was expested to go
over the information collected by the A and i members

and to work with them to help fill out areas that he
found of interest.

The ninth step represented the management and
fiscal analysis and was conducted by th2 special
analyst in this area and consisted, depending upon the
complexity of the program, of between two and three
man-days. This step began with a half day orientation
pericd for the wanagement analyst so that he would
hdve the same opportunity of getting to know the pro-
gram people: and they would have the opportunity to
know him before the actual data collection began,1°

In the above assignment of work to the A and B
members, the tasks are grouped in what is anticipated
to be the most legical clusters, focusing the A member
on the program process, staff and clients; and focusing
the B member on data collection from records and on
the program's relationship to the criminal justice system

191f the management analyst commenced his work cn the

same day as the generalist team, they all shared the
same oriertation session(s). ‘
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C., The Data Collection Procedure .

1.  General Crientation

The field team first met with the administrator of
the program for a general overview of the flow of
clients through the program, the structure of the pro-
gram, and the services of the program to its clients.

At this time also, the field team sought to get some
idea of the specific people they might want to interview,
both within and external to the program, and what
events in the program flow seemed important to examine
most closely, by direct observation or at least by.cgreT
ful interview of the participants. As well as familiariz-
ing themselves with the program, the team tried to meet

as many of the program staff as possible.

2. Degcription of the Program Process:

The key dimension of the evaluation was to obtain
an-in-depth view of the program operaticn, as it deals
with clients. This was accomplished by having an analyst
sit in as an observer during key activities of the pro-
gram, The analyst could function either as a passive ob~-
server, sitting in the background and not engaged in any
of the program's activity; or he cquld function as a par-
ticipant obssrver, becoming an active member of the pro-
gram's activity. In general, the analyst left Fpls dis-
tinction ‘%o the program, observing the manner which was ‘
most comfortable to the regular participants. Some kinds
of activities, such as family segsions and group sessions,
were by their nature more conducive to paytlclpant ob-
servation, whereas other kinds of activitles, such as
intake interviews and one-to-one counseling sessions,
were not conducive to participant obsexrvation.

To the extent that it was possible, the observer
then followed up this opportunity wifth all_the key
participants (clients and staff) in the observed acti-

vity to obtain their personal, -subjective impressions of

what took place during the activity., These sgbjective
impreséions were seen as a key elemgnt in trylng to
ascertain the impact of the various components of the
program.

It was not always possible toc observe all of the
key types of activities. Where cbsgarvation was not

possible, the observer tried to talk to some or all of
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the participants in the activity which he was unable or
not permitted to obgerve, as soon after the completion

of that activity as possible. This meant that the ob-
server had-to rely solely on interviews, which was less
satlsfactory than participant observation, but still
quite helpful. Above all, the observer had to be sure
that he was studying what he regarded as important in
thehfrogram and not simply that whilch was most accessible
to him.

3. Looking at Program Records of Clients

To the extent that it was possible, the data
analyst utilized statistical compilations that already
had been prepared by the program covering all phases of
its ope itions and, especially covering its effective-
ness an . impact. Where such compilations existed, it
was in/ .mbent upon the observer to do whatever he could
to ascertain the reliability, validity, and accuracy of
these records, rather than trying to collect new data
and develop new statistical estimates on his own. In
particular, the kind of information that was wmought fell
into four general categories: general characteristics
of clients at intake (including drug use histoxry), pre-
program criminal (delinquent) history, types of program
services to the client, and any general follow-up data
on the client's behavior after entry into the program
and up to and beyond termination from the program when
it was available.

When such information had not already been ade-~
quately compiled by the program, it was derived by the
data analyst from a random sample of the program records
and summarized on a standardized form - the Program
Record Sheet. The sample was drawn from the records of
those clients who had entered the program in the year
preceding the date of the most recently recorded data,
i.e., the year preceding the date by which all records
were up-to-date, The number of cases sampled was 50%
of the total number of clients to enter the program in
that year, or 25 cases, whichever was the lesser number.

4. Looking at Criminal Justice Records

The sample of clients on whom information was ob-
‘tained in the program records was also the sample on
whom recidivism information was sought in the criminal
justice records. Recidivism was measured according to
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the terminology of the California criminal justice system:
by the number of indictments for adults and by the

number of petitlons filed on juyeniles. Since not all
the areas visited had a system of criminal justice com-
parable in fact with the California criminal justice
system, let alone comparable titles for steps in the
process, that step which was as closely comparable as
possible was sought. For adults, it was that point in
the adjudication process when an official or officials

of the criminal justice system decided that there was
just and probable cause to believe that a crime

had been committed and that the client may have been a
party to that crime. For juveniles, it was that point
in the adjudlcatlon process when an official or officials
of the criminal justice system have decided that the
juvenile might be of danger to society and/or that he
mlght benefit from "treatment." The consequence of these
decisions, respectively, is that the adult 1s required

to go to trial or plead guilty; or an adjudicatory
hearing is set for the juvenile,

The necessary permission for access to criminal
justice records was sought from judges, district attor-
neys, and other officials. Once this permission was
obtained, the data was recorded on a standardized: form -
the Criminal Justice Record Sheet.

When all program and criminal justice record data
had been collected, the names of clients, necessary for
obtaining those records, were taken off the record
forms and destroyed to ensure confidentiality.

5. Interviewing Former Clients

When it was at all possible, the analyst secured
face~to-face interviews with one or more former clients
selected randomly from program files. In interviewing
former clients, the analyst focused on the following
topics: How well was the client currently functioning?
What was his general 1mpre581on of the program° How did
he feel it affected.his drug use? What experiences had
he with other programs prior to or after the subject
‘program?

6. Informal Evaluations by Criminal Justice Per-
sonnel

Interviews with criminal justice personnel centered
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around three objectives: (1)} to obtain information on
the flow of clienta between the program and the criminal
justice system, (2) to obtain the impressions held by

the interviewees concerning the impact of the program

on those clients which came to it from the criminal
justice system, and (3] to obtain the interviewee's over-
all evaluation of the program. In seeking criminal
justice personnel to interview care was taken to make
sure that the interviewee had some first-hand knowledge
of the proyram and was not just commenting from hearsay.

7. Community Response to the Program

General reactions to the program were sought in
interviews with knowledgeable communlty members, e.q.,
city or county officials, school off1c1als, clergy,
media representatives, members of service agen01es to
youth or dealing with drug problems, etc.

8. The Panel Member

The field researchers discussed their findings with
the panel member, who offered his advice on the assess-
ment of data collected and strategies for obtaining
further information.

9. Management Analysis

The management analyst studied the administrative
and fiscal structure of the program through interviews
with the program administrator and other relevant staff
-and through studying the governing documents and the
program budgct. AB well as being concerned with the
structure of the administration, he was concerned with
the guality of the administration and the vigor of the
program, &r the lack of 1t, due to fiscal and adminis-
trative design.
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DRUG OFFENDERS
AND THE
CRIMINAL JUSTICE SYSTEM:

METHODS AND MODELS



CHAPTER I L

SUMMARY

A. The Problem

App;ehension, prosecution, trial, incarceration:
the tradlthnal punitive process of the criminal Just-
lce system is virtually the same with any criminal.
There are communities, however, throughout the United
States which are experimenting with alternative proce-~
dures for dealing with criminals, in particular crim-

inals whose criminal acts have been motivated by drug
use,

This report is the result of a project commissioned
by the Drug Enforcement Administration of the U.S. De-
partmgnt of Justice, and undertaken by the National
Council on Crime and Delinquency Research.Center. The
task of the project was to survey and evaluate commun-
%ty—pased programs related to drug abuse and the criminal
?ustlce system which on sight appeared very promising.
rhesg brograms were non-punitive alternatives to the
trad%tlopal process which showed esvidence of being ef-
fectlve‘ln diversion, treatment or rehabilitation. The
strategleg w@ich were observed to be effective and the
characteristics of programs that were judged to be suc-
gessful, were analyzed by the research staff of the pro-
Jject, _They are presented in this volume in generalized
form, in the hope that the resulting model approaches
may pe'of help to communities which are geeking non-
traditional ways to deal with the drug user as related
to the criminal justice system.

B. What Is a Model?

By the term “"model" we mean 3 pattern of critical
elements which form the basis of an effective drug abuse
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program. We present such models in abstract form, with-
out the particulars of people, facilities, clients and
program content which will have tc he added in order to
create an individual program.

The researchers have seen the "drug problem" as
the very urge to become intoxicated rather than the de-
gree, frequency or source of that intoxication. It is
a problem shared by adults and juveniles and, although
certain client characteristics and program objectives
are more relevant to one category than tc.the otherx,
models have been designed which can apply to both.

C. Types of Models

Although models are presented in an anonymous form,
they are based on actual programs or componeénts of pro-
grams visited by the researchers during the course of
the project. Some of the programs have been described
in the first part of this volume, "Diversion by Criminal
Justice Systems to Treatment and Rehabilitation." The
programs dealt with in that report, and the models pre-
sented in this ong, may be classed according to two
stages in the process. The first stage is diversion,
which includes the means by which a person is assigned
to a treatment program, and which always involves the
criminal justice system. The second stage consists of
the actual treatment or rehabilitation, and may involve
the criminal justice system fully, partially, or not at
all. :

Sone. of the programs observed during the survey
functioned within the criminal justice system; others
worked outside the system., The Court Referral Project,
of New York City, is an example of a diversion program
which is related to the criminal justice system, but-
which functions independently of any branch of it. In
Albuquerque, the Juvenile First Offenders Drug Abuse
Program offers an alternative to prosecution, but the
program operates as part of the Probation Department.
On the other hand, programs like Delancey Street, in.
San Francisco, or Addicts Rehabilitation Center, in New
York City, have no direct connection with the system
except that some of their clients are diverted to them
from it.

Important considerations in thinking about models
are the age of the clients and the severity of their
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diverted pre-arrest by the police. Further points of
possible diversion of adults would be post-arrest by the
prosecutor or pre-plea hy the Jjudge. The stage at which
an ‘offender might he diverted depends on the degree of
trust the diverting agent feels appropriate to show the
affender based on the available knowledge of the cifender
at that point. With each further step into the criminal
justice procedure, an increased level of risk is tolerable
in diverting an offendexr because the diverting agent has
more and more immediate powexr over the offender. A third
distinguishnng aspect of the three diversion points is

the explicitness and formality of the diversion proceed-
ings which increase as one moves from the police to the
prosecutor to the court. As the perceived risk increases,
it becomes necessary for the criminal justice system to
accept the risk for the diversion in a more open and

formal manner.

2. ' Whom to Divert

The twelve programs surveyed during this project
had widely varying criteria for eligibility even when
the target populations were very similar. Some programs
had only legal prescriptions on whom they could divert,
Some programs placed heavy emphasis on assessing the
degree of motivation for treatment. In nearly all the
programs there was considerable flexibility in the cri-
teria which allowed for individual negotiation on poten-
tial clients with the appropriate criminal Jjustice re-
presentative, i,e., police, district attorney, or judge,

We found during the survey that there was room for
broad exploration of whom a particular community could .
divert to treatment successfully. One limiting factor
would seem to be the degree to which the community wishes
to punish an individual for a particular offense, in addi-
tion to providing for his vrehabilitation. Another is
whom the community is willing to trust, which is largely
dependent upon its experience of who is Lfustworthy.

Most communities will begin a diversion program
with candidates whom they have no great investment in
punishing and for whom they have sufficient tolerance of
the perceived risk in diverting, Much of this decision
of whom to trust was seen during the survey to take
place on a very individual level and according to each
criminal justice system's own particular defiun:itions of
which offenders are to be treated as greater and lesser risks.

s
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It is assumed therefore that each ¢riminal justice system
interested in these models of diversion, will be able to
interpret them in terms of their own existing practices
for dealing with various catedories of offenders.

3. ' A Pre~Arrest Diversion Model for Juveniles

This model was designed for the police, but could
be used by the probation department. The youngster
is first contacted by a patwzol officer in a context
which would usually lead to arrest, In all but the
most extreme cases, the individual is released tc his
parents, At the time of rvelease an appointment is set
for the child and his parents to come back and meet with
a juvenile officer in two or three days. The interview.
with this officer should give him a chance to examine
the case in some depth and decide what alternative pro-

. gram, if any, would be most appropriate for' the youth.
The option of normal criminal justice processing is, of
course, open, If the program is agreed upon instead by
the youth and parents, a record of the interview is sent
to the program by the officer, and the youth is sent to
the program shortly after the interview, for intake.

The researchers believe that police diversion is
also applicable to adults, though perhaps it would be
more complex than with juveniles. The applicability of
this model for adults would depend con the role of a
counselor being played by a police opfficer in a similar
way to that which is already being done by djuvenile
police officers or juvenile probation officers., Whether
the diversion is for juveniles or adults, a key element
of this alternative is the guarantee that the client

will not have a police record as long as he completes the
program successfully.

4. Post-Arrest Diversion

For juveniles, the next step at which diversion
could take place, is with the probation officer, with
or without the participation of the juvenile court,

- The officer decides whether or not to assign the youth
to informal probation. Since this decision can be made
even where no treatment program is involved, the process

i§ not really "diversion" at all, since traditional jus-
tice procedures are not being altered.

An analogous point at which diversion could take
place for adults would involve the prosecutor,; with or
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Two problems to be avoided in pre-plea diversion are:

(1} the tendency, even when no plea is extracted, to pre-
sent diversion in a coercive manner which makes it diffi-
cult for the client to enter into it with voluntary con-
sent; and (2) the prolonged incarceration of potential
divertees awaiting the gathering of the data to make a

clinical judgment. Both of these problems can be avoided
with proper program design.

People speak of the diversion of adults after the
plea., Sometimes they talk of pre-sentence diversion and
sometimes they talk of post~sentence diversion., In a
gense, any diversion after the plea really is like a

sentence, and we see no valid reason for diverting post-
plea.

6. ' General Principles for Effective Diverxrsion

The most important guiding principle for setting
up a diversion process is that the diverting agency
should develop a close understanding with the treatment
and rehabilitation programs receiving diverted clients.
Without this understanding, and a continued effort to
ensure the effectiveness of the treatment programs,
little can be accomplished through diversion. Follow-
up is important. Not only can the diverting agency learn
sonething about the effectiveness of the treatment pro-
grams, as well as the adequacy c<f the screening process,

it also can follow up clients to ensure their continued
sincere participation in the program,

It is the responsibility of the diverting agency
to learn the recidivism rates of the programs to which
it diverts. If one program has a very low rate in com-
parison to other available choices, it provides an at-
tractive alternative to the traditional process., If
the rate is much higher than comparable programs, cau-
tion should be observed in diverting to that program,
as it may actually be conducive to criminality.

Several precautions should be observed regarding
diversion., As mentioned above, those deing the diverting
must use discrimination in choosing programs. Discrim-
ination is also important in the selecticn cf clients
to be diverted. Persons who appear to be using drug
dependence as a means of avoiding prosecution for non-
drug criminal activity should be screened out., Caution
should also be used in diverting persons for whom there
is no substantial basis for arrest, as diversion in such
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- ¢client to communicate, After a subr*%ﬁtial part of the
fog has lifted, this issue can be dealt with. Often
family counsellng can get to some of the pressures which
are root causes of a client's drug use, wnd can help

to remove them. If the program's treatment of the client
is successful, he should be able to live a drug-free life
in the same community from which he entered the program,
havxng learned to make the necessary adjustments needed
in order to cope with the community situation. This

will often be difficult, and at the beginning of the' cli=

ent's struggle towards the goal, communication may be -
a big problem for him, ¥or this reason, the program
staff should consist of people with whom the clients can
communicate as comfortably as possible. If the clients’
have grown up within the framework of a ghetto, for ex-
ample, the staif should have the same ethnic background,
and if possible, be from the same community.

Rehabilitation has to be preceded by treatment.

It involves developing skills, as mentioned above, but
it may also involve the development of confidence in the
client that he can become a competent worker and parti-
cipant in all aspects of the commun;ty. Very often this
will be a slow process requiring patience and determina-
ticn on the part of the client. The program should take
care not to make it seem too easy in such cases.

2. Needs of‘Staff

The staff of a program have the responsibility of
being role models for the clients, and yet, of necessity,
they are not perfect themselves. If they are to fulfill
- their responsmblllty, they must be committed to growth
and development in themselves, This means that they
actually wish to improve their own characters, and will
listen to suggestions and criticism without resentment.
Qualities which they see as their own psrsonal objec~
tives as staff members would include clarlty of communi-
cation, spontanelty, flexibility, responsiveness to
what the client feels and says, and discrimination as
to what the client really needs. The technology of ther-
apy, i.e., special teshniques in which a counselor or
psychologist might have been trained, should be put in
perspective. The technigue is only a tool and should

not stand in the way of the personal objectives just
mentioned,

The staff of a program needs to feel rewarded.
Ideally, the greatest reward should come from the staff-
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client relationship, but in a very depressed area where
the most successful clients are the ones who are never
seen again, such rewards are hard to find., In some in-
stancés, the staff gets its feeling of reward from the
program's. social advocacy role in the community. How-
ever, care should be taken in a program that such corol-
lary rewards do not eclipse in importance the actual
service to be performed for clients, Care should also
be taken that in cases where the staff is to be rewarded
by additional financial beneflts, that the right traits
are being rewarded,

3. " Residential Programs

A residential treatment program is the best hope
for a serious addict to become drug-free. He benefits
from the commitment involved in his participation in the
program. He also benefits from being around others who
show by their attitudes and actions that an addict can
live without drugs. The social fabric within a resi-
dential program is important, so massive departures from
the program either of staff or clients, should be avoided.
If clients are 901ng toc "graduate," it would be better
for those remaining if their departure were staggered.

Some residential programs believe in removing a
client from his home community forever; others say that
he is not cured until he is able to return to it with-
out danger of going back to drugs. - Each point of view
has a demonstrable element of truth to it, and the ef-
fectiveness of one over the other will depend on the

~type of client involved.

A sericus drug user needs a shock, a contrast to
the llfestyle which he has been lead¢nq. This can best
be provided in a residential setting. A user who is
not totally committed to a drugged lifestyle can bene-
fit from the aavantages of an out-patlent program, An
out-patlent program treats the client in the natural
setting in which he will have to learn to live. This
avoids the difficult transition from the therapeutic
community back to the streset, which is always a hurdle
to the client of a residential program.

4, ' Counseling

The most important factor in counseling is not the
diagnostic type 'of the counseling technique, but the per-
sonal effectiveness of the counselor.
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A key factor in ensuring good counseling is super-
vision, A supervmsar should have the desirahle quali-
ties described in 2. ahove, and must have considerable
experience with the client populat;on being served,
Part of the role of supervision is to determine whether
a partlcular staff member really should be doing coun-
seling at all., A person is not necessarxly a good coun-
selor just because he has an M.A. in counsellng psycho~-
logy; even "experience" is only desirable if it has
been constructive, Nor does it make someone a counselor
merely to have been through the drug scene himself, and
therefore, a bona fide "ex-addict paraprofessional.”
Nor is it enough to have the right ethnic background or
the right position in the criminal justice system. All
these factors may be qualifications for a certain posi-
tion, but the client will be more impressed with the
honesty, openness and personal credibility of the coun-
selor than with his gqualification, Whatevex the coun-
selor's background, it is important that the client be
able to trust him to guarantee confidentiality to all
that takes place between them.

The counselor has a great responsibility to discrim-
inate as to the kinds of experiences and atmosphere which
are created in the counseling session. When negative
emotions are produced, it is the counselor's responsibi-
lity to take the initiative and help the client to deal
with these emotions, It is important that the client
not feel that he is supposed to produce continually
such negative emotions, to savor them and indulge in
them, as is the case in some highly destructive, but
not uncommon approaches to counseling. These strate-
gies strengthen negative responses in the individual,
thus making it more likely that he will produce them
in his natural social environment, to his own detriment
and that of others.

The most serious prohlem faced by counseling pro-
grams is that of drug use on the part of counselors who
are serving as role models. Usually this drug use is
limited to marijuana, psychedelics, and/or alcohol abuse.
Buft whatever the drugs, the counselor who indulges, makes
it difficult for the client to understand that his own
drug use is a problem. The client who has seriously dis-
rupted his life through frequent intoxication has usually
done so while under the delusion that his indulgence was
"reasonable" or "functional." He is, therefore, in no
position to discern to what extent the drug use of his
counselor, who describes it in the same terms, is dif-
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ferent from his own. It is therefore strongly recommmndvd
that programs insist on staff who abstain from illicit
drug use and from heavy or frequent use of alcohol.

5. ‘Vdcational anﬁ Educatinnal Assigstance

When a client has reasonably mastexed his drug prob-
lem, and is no longer dependent on becoming intoxicated,
a program must be prepared to help him to gain the neces-
sary skills and resources to realize his objectlves in
life, Learnlng what those objectives are is of great
lmportance in itself and can be aided through such tech-
niques as "values clarification.” In any case, the
client should be encouraged to discover and live by his
own set of values. Only if he has confidence in his own
cbjectives can he enthu51astlcally undertake new educa-
tion and training.

Ideally, rehabilitation programs fox drug users
should cffer a wide spectrum of vocational and educa-
tional assistance and opportunities. Programs should
also provide job development assistance. This means
not only helping the client to find a job, but also to
learn how to acquire a job and hold onto it, In extreme
cases, such as with heroin addicts, a program may need
to provide a specialized work environment to help the
client"adjust to the world of work in a more supportive
atmosphere than would be provided by regular employment.

*

F. A General Model

The general model is a final distillation of the
observations and analyses of the programs studied through~
out the project. The general model consists of two main
components, diversion and treatment. In it there are
three stages at which diversion could take place, Stages
one and two have already been described above, stage one
beiny pre~arrest police diversion, and stage two, diver-
sion after arrest but before the district attorney's
. decision to prosecute the charge. If the prosecutor de-
cides to divert the individual, he would rely on a spec-
ialist police officer to supervise the divertee. There
would also be stage three diversion. This occurs at the
point where. the person is brought before a judge to be
tried, Diversion can take place here, before or after
plea, but definitely before sentencing.

In all three stages of the model, the assignment
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of diverted subjects to treatment programs would be done
by a central intake and referral agency. This agency
would be responsible for monltorlng the quality and
effectiveness of potential treatment and rehabilitation
programs, and would also be responsible for monltorlng
all subjects diverted to them. The agency would be in-
dependent of all branches of the criminal justice system,
but would function in close coordination with themn.

The intake and assignment agency must evaluate the
client in a number of respects, of which the most signi-
ficant are the following:

(1) How freguently does the client become intoxi-
cated?

(2) How seriously does the client appear to be
physiologically, psychologically and sociolo~
gically handicapped because of his use of in-
toxicating substances?

(3) WwWhat are the resources of the subject? (How
much has he missed out on acquiring the normal
educational, vocational and recreational skills
that he could have been expected to acquire if
he had not become seriously involved in drugs?)

(4) To what extent can the subject's natural
environment (e.g., family) provide positive
support to help him deal with his drug problem?

(5) What other special problems does the client
have besides drugs? Is he mentally ill, com-
mitted to a criminal lifestyle, does he have
a destructive home life, etc.?

The client would be assigned to the facility, resi-
dential or non-residential, which, in the judgment of
the intake and assignment agency, would best answer his
needs and situation, .An overview of the major character~-
istics of various types of treatment and rehabilitation
programs that could be employed in the general model has
already been given in E. above.

G. Administrative Considerations

Almost all programs, whether they are diversion,
regidential treatment, juvenile or adult, must face simi-
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lar administrative issues. They also go through a simi-
laxr process when they are first being formed. All pra-

_grams sgtart with individuals. Some one or two people

see a need and develop a sense of urgency about £illing
it. That feeling gets filtered down to well-defined ob-

- jectives, and the individual pioneer presents them to

a group of people, composed of key members of the com-
munlty and the criminal justice system, Which people
he tries to interest in the proposed project depends
on what the specific objectives of that project are.
But in any case it is essential that those objectives
be clear beforé too many people get involved.

Given the clear objectives and the initial base of
community support for the concept of the project, the

~group which has been mobilized should form itself into

a legal entity, such as the board of direc¢tors of a non-
profit corporation. If the program is to be based within
a part of the criminal justice system, then there should
be an advisory board whose members will be drawn from
other branches of the system and from relevant sectors

of the community. It is important that the board members
be people who really believe in the idea of the program
and are willing to work for it.

The next step, and indeed the crucial one for the
future of the program, is for the board to embark on the
task of hiring a director for the program, This step
may take time, but no amount of effort will be wasted if
the right administrator is found. The whole program
depends on him, and the board has a tremendous respon-
sibility in making the right choice. Furthermore, the
board should not feel that it has discharged that respon-
sibility once the director has been hired. If it becomes
evident that his work in running the program is not in
line with the objectives on which it was supposed to
have been based, or if he fails to live up to the boaxd's
expectations in other ways, he can and should be replaced.

Quallflcatlons for hoth the director and the staff
which he chooses will vary, as each program is unique,
However, several characteristics should be basic:

{1} Candidates should be dedicated individuals
with the wish to help others. »

(2) They should feel committed to the objectlves
of the program,
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(3) They should be empathetic, and able to under-
8tand problems from the point of view of more
- than one age group.

(4) They should be drug-free. This means that

they should not indulge in marijuan
heavy drinking, 7 ’ @ and/or

(5) They should be examples of what the individual
community may call "sound moral character."

The program needs the support of the community,

and the exemplary conduct of the staff is

hDeécessary to ensure a harmonious ]
: S relationshi
with it, ?

Once the position is filled (which ma i
several sets of interviews, plus extensiveysizg;;iz
probing, calling and evaluating of applicants), the
director must be given a written set of instructions as
o what his duties will be and what gquidelines are to
be adhereq to. Then he ig to be given every opportunity
to hire hig staff, set up his Program, mold his facility

and get settled into th ; o
support., € community with the board's full

In the basic pattern for startin
- ; . : : § g a program, the
key.lngyedlent is objectives, Aan individualgwitﬂ strong

brogram even if he is not a person of *import "og
Ehe community., But he will need help. I? th:ngiobigm
Leal}y needs a solution, and if he pushes hard enough
he will be able'tc generate sufficient support for a ’
program. That is why, each time assistance isg obtained
in getting a_phase of the project moving, it should he
measured'agalnst the yardstick of the goals which the
program is supposed to accomplish,

H. Costs

Program costs should be antici i
C pated in advance for
Ehe gzmlng 12~month pPericd by the director and the budget
ommittes or treasurer/accountant. If the project is

Will study the budgets of simil
estimates known to the board, 7% programs and make his
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Major costs to be considered will include rent,
salaries for administration and staff, maintenance,
operating expenses, evaluation and applicabhle profes-
tional services., Obviously there are numerous other,
more specialized cost factors to consider. Costs may
fluctuate drastically according to region, or whether
a piece of equipment is purchased new or used, or whether
an item or service is donated., A staff position invol-
ving the same service may be filled by a professional in
one program and by a paraprofessional in another, with
a considerable difference in salary. In general, it would
be wise for a program seeking to save on its budget to
lock to the community for donations in kind, and-to hos-
pitals, schools and the criminal justice system for dona-
tions of services, including personnel,

Funding agencies and other potential sources of
program support are always asking “"How much doces it
cost?" This question applies not only to the overall
cost of the program per year, but also to the cost per
client (obtained by dividing the total program cost by
the number of clients enrolled for a given period),
The normal range of client cost can fluctuate rapidly
as a result of factors that could not be anticipated
at the beginning of the program, especially additional
costs connected with evaluations,

Whatever the cost of a program, no matter what type
it may be, the expense should be judged according to the
value of the service given. Wherever it is asked, "How
much does it cost," let it also be considered what the
program has accomplished, and what that accomplishment
is worth to society. Both low-budget and high-budget
programs have been observed to benefit individuals and
their communities in ways that cannot be repaid,
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CHAPTER IT

INTRODUCTION

A. The Drug~Driven Cycle of Crime
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that they ghould be allowed to do whatever they want
with their bodies and minds (rarely considering the ef-
fect on others). In contrast, bank robbers are never
heard to complain that the laws against bank robbery
are unjust. Thus, because they disagree with the drug
laws, drug users tend to be even more hostile toward
the criminal justice system after apprehension.

One hope of the traditional correctional system is
"rehabilitation." But even some corrections officials
interviewed by the researchers during the project felt
that rehabilitation could be much more successfully ac-
complished outside of the prison setting. Often the
prisoner builds up a greater hostility to legal author-
ity as a result of his contact with the traditional
system. And even his access to drugs is as easy within
a penal institution as it is outside. Thus, his atti-
tudes toward drug use is left unchanged by 'his exper-
ience in the system.

Ideally, the traditional correctional process re-
leases a "new man" back into society or "reforms" the
juvenile offender. However, after prosecution or in-
carceration, the typical drug offender returns to pre-
vious patterns, perhaps more clever about his use and
more determined not to get caught again. All too soon
he begins to take the old risks. Without the useful
tools for social roles, he often retraces old footsteps
into criminal behavior.

No doubt, the traditional system has worked for some
drug-abusing offenders. Some have been deterred from
escalating to harder drugs because of the law. Others
have been so horrified by imprisonment that they think
twice before making themselves vulnerabie to arrest. A
few have done some rethinking during their involvement
in the criminal justice system, remolding their life-
styles and emerging as more mature, socially respon-
sible individuals. But these are the exceptions rather
than the rule. The offenders with whom this book is
concerned are those who would not receive any rehabili-
tation benefit from the system. Most of them are con-
sidered criminals primarily because of their involvement
with drugs. Diversion out of the regular criminal jus-
tice process to treatment and rehabilitation programs
is appropriate for these individuals. They are to be
distinguished from offenders who have a serious criminal
motivation and:whose drug use is only an incidental part
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of their lifestyle. .Treatment for the drug problems of
these individuals may occur more appropriately within
the regular criminal justice process or upon release
from the criminal justice system.

B. * A Brief History of This Project

In 1973, the Drug Enforcement Administration com-
missioned the ALFY section of the National Council on
Crime and Delinquency Research Center (NCCD) to survey
and evaluate successful community-based programs related
to drugs and the criminal justice system.!

The project first surveyed scores of candidate pro-
grams across the United States; it then selected the
most promising for intense examination of which nine
programs of varying types are focused on in'this report.
A set of instruments for data collection was designed
in conjunction with a plan for an innovative and com-
prehensive field evaluation., Project researchers visited
each community program, spending more than thirteen
person-days at each site,

This phase of the project resulted in Part One of
the present document, which summarizes the qualities
and program operations of the selected programs, Along
with showing how such evaluation might be accomplished,
the project staff hoped that the report might enable com-
munities to decide whether they would like to replicate -
all or portions of such programs to meet their local
needs. Areas of information collected in the field eval-
uation included a process description, program impact,
community acceptance, program management and program
efficiency.

There has been a need for evaluation aimed at de-
signing model programs of diversion to treatment and
rehabilitation, It has been a primary purpose of this
project to £ill that need,

LALFY is a pomprehen51ve strategy for the prevention of
drug abuse and the rescue of drug users based on local
- community participation.
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C. ' Recidivism

Recidivism is a traditional measure of the impact
of treatment and rehabilitation programs for criminal
cffenders. Since the clients of the programs covered
in this survey all, or in part, came through the criminal
justice system, it was considered advisable to examine
recidivism as one measure of program performance, How-
ever, the resources of the survey, especially the restric--
tion to a single week of field work, made it impossible
to examine recidivism of ex-clients over a two or three
year period after leaving the program. This would be
the classical approach, since prior research in the cor-
rectional field has shown that recidivism rates frequently
do not stabilize untll three years have elapsed from the
time of release.

In our study, recidivism was measured in terms of
the percentage of adults re~indicted and in terms of
juveniles having petitions filed for ofienses committed
after admission to the program., Prior research has shown -
that these measures manage to screen out nuisance arrests
and somewhat compensate for the most common errors of un-
founded arrests and the failure to convict persons who
are in fact guilty. There are no known error-free ways
of measuring recidivism, and none which the authors have
seen which appear likely to be more accurate.

The major limitation of our study of recidivism was
in terms of time period. Recidivism data was collected
for the year immediately preceding the date of the field
work. This meant that on the average clients were checked
for their criminal behavior for only a six month period.
Most often the client was checked for his criminal be-
havior concurrently with his participation in the program
being surveyed,

Given these limitations, we knew in advance that the
data on recidivism would not provide a definitive measure
of the effectiveness of the programs surveyed either in
terms of controlling drug abuse or in terms of reduced
criminality. At best, this approach could indicate
whether a program has strong crimogenic tendencies. In
fact, the recidivism rates, to the extent we could check
them by this approach, were not sxgnlflcantly higher than
what appeared to be the normal expectation of the crim-
inal justice systems in question for all of the programs
in the suxvey.
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In our close look at the clients of the programs
surveyed, one key fact with regard to recidivism suggested
itself, namely, that recidivism provides no assistance
as a measure of continuing drug use. In many of the pro-

grams surveyed, clients continued to use illicit drugs.
Recidivism figures indicated that a subject who continues
to use such drugs can expect to be able to do so for long
~intervals with little likelihood of re-arrest, allowing
that he is continually placing himself in jeopardy of
arrest throughout the period of continuing use, Very few
of the re-indictments or new juvenile court petitions
noted were for drug-related offenses,

A review of the corrections literature and the
literature on the treatment and rehabilitation of
drug users suggests that recidivism is a very poor mea-
sure of anything. It seldom is approached the same way
in two independent studies, which suggests that researchers
will never agree on a satisfactory operational definition
of recidivism, It is, in the final analysis, a legal not
a behavioral or social fact. It confounds information on
the effectiveness of the criminal Jjustice system with in-
formation on the effectiveness of the treatment program,
resulting in such a high degree of noise as to prevent
any useful conclusions being drawn.

Therefore, it is the opinion of the authors that
even if the survey had the time and resources to permit
a three year follow-up of clients who had been released
from the programs being surveyed, based on criminal
justice recoxds, we would have learned very little more
than has already been discovered. Thus a c¢lassical
study of recidiviem would be very costly and would add
little to our ability to assess the effectiveness of
the programs gurveyed in their attempts to deal with
drug abuse., We do not recommend more consideration of
recidivism as an adjunct to our evaluation strategy.

D, "To Whom It May Concern”

This report constitutes the final phase of the pro-
ject, Very promising programs were found offering the
criminal justice system viable alternatives to simple
‘prosecution and incarceration of drug~involwed offenders.
The task now is to generalize these findings into models
of effective procedures so that the criminal justice
system can best utilize community-based resources in
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the treatment and rsbabilitation of those drug users
caught in the systanEQQ\ ‘

It is hoped that the following p@ges.will;offer use-.
ful assistance to a wide range of readexs, Thls.rgpoyt
may be interesting to any curious 'layperson. But it is
intended especially for those who must §e§;gn,‘plag ox
act in improving the response of the criminal justice
system to its drug-involved clientele. Soxe readers
may function within the criminal justice systen, looking
for better ways to deal with drug usexs, .They may be
community officials trying to develop or integrate .
meaningful substance abuse programs. They may be policy
makers trying to design a rational response to a chronic
social problem, Or they may already be'work%ng within
programs which might benefit from new directions and
practical ideas. For all concerned readers regardless
of their capacities oxr intent, hopefully, th§ model
procedures described herein will serve to stimulate
thinking and action. .
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CHAPTER III

SOME THOUGHTS ABOUT MODEL BUILDING

A. Problem Backgrcund

1. " Traditional Criminal Justice Processing
- of ‘the Drug-Involved Offender

Of many people, young and old, who become involved
with drugs, a small percentage are picked up by the
criminal justice system. While intoxication itself is
not an offense, the drug user may come into the criminal
justice system for a violation, misdemeanor or felony
under statutes directly connected with illicit drugs,

e.g,.,, possession or sale. Or, he may come to the atten- .

tion of law enforcement agencies for other criminal or
delinguent acts which may be intimately related to drug
use: e.g., (a) theft, robbery, or burglary to pay for
a drug habit, (b) crimes of violence connected with .
fends, "rip-offs," "burns" or other problems within the
druy sales subculture, and (¢) criminal acts commitied
while under the influence of drugs, Other users may be
arrested for offenses indirectly caused by drugs. Drug
use may have so interfexed with their psychological and
social adjustment that they cannot cope as mature and
socially constructive individuals. Cthers may have
been involved in an anti-social lifestyle before drug

~involvement, and while drug vse may increase the scope

of their problems, it cannct be construed as the cause
of their criminal or delinquent behavior,

Whatever their offense and whatever its cause, the
traditional pattern of criminal justice processing of
all types of drug-involved offenders is much the same.
It may vary slightly in different localities and may
differ when applied to juveniles. However, the common
pattern is one of apprehension or arrest, temporary con-
finement, court proceedings, and upon conviction, pro-
bation, fines and/or incarceratio:n, The commcn tone of
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these procedures is punitive; it involves either the

meting out of punishment or {e.g., in the case of pro-
bation) the threat of punishment. '

The criminal justice community has substantially
agreed, however, that traditional strategigs'are nften
ineffective with drug users. That is, punitive methods
or the threat of punishment have not proved a deterrent,
let alone a rehabilitative measure, for the drug use of
any type of offender regardless of the rolg drugs have
played in his criminal or delinquent activity. To what
extent drugs have caused such behavior is 1mpmrtant in
deciding whether alternative strategies should pe em-
ployed to divert the offendsr out of the traditional
procedures to appropriate treatment, or whether treat-
ment should be provided within the context of tradi-
tional procedures or aftex he has been re;easgd frow
the criminal justice system. ,Discrimingtlon is an im-
portant component of any medel that aspires to divert
drug users from the criminal justice system.

Many communities are begianing to experiment with
alternatives to traditional procedures with the drug-
involved offender. The objective of our recent survey
of outstanding programs for ths diversion, trgatment,
and rehabilitation of drug users was to idegtlfy and
clarify model practices which night he applicable
throughout the United States.

2. Drug Use as Intoxication

Drug use is defined in criminai codes as .a.legal
phenomenon, It is viewed by scme as the p@armacalogy
of specific substances; we have sought a simpler per-
spective on the nature of drug use.

In the past several years, the states have made
major changes in their drug laws, causlng a w%de diver-
gence in character, e.g9., New York laws becoming more
severe and Oregon reflecting greater Folergnce for mari-
juana use. Even greater diversity exists in the attitudes
taken by police and prosecutors towards drug usexrs, Most
communities still continue to draw a full spectrum of
drug users into their criminal justice system, ranging
from .occasional experimenters to people who live almost
continually intoxicated from the use of one or more'sgb-
stances, Variations of laws and in enforcement policiles
at the most change the distribution of users who are ar-
rested and also the severity with which they are treated.
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Models discussed in the next two chapters and the over -
all model discussed in Chapter VI will attempt to be
relevant for the Full spectrum of drug users.

our survey and our evaluations have looked at drug
use in terms of intoxication, rather than in terms of
specific substances. We think that the relevant fact
is that an individual chooses to become intoxicated
during a good deal of his waking life and not the par-
ticular substance he uses to bring about this intoxi-
cation. However, we believe that the term intoxication
can reasonably be said to cover the altered state gf
consciousness that drug users get into with narcotics,
marijuana, alcohol, and all of the other so-called dan~
gercus drugs.

3. Juvenile Programs

Some of the programs we looked at during the course
of our survey dealt exclusively with juveniles, some
dealt with adults, and some dealt with both, In the
course of developing our discussion of model programs
and characteristic obstacles, we contemplated talking
about model juvenile programs separately from model
adult programs. However, we found that there was soO
much overlap in program characteristics and objectives,
regardless of the formal differences between thg adult
‘and the juvenile justice systems, that we felt it most
advantageous to treat adult and juvenile programs to-
gether in a single discussion. Therefore, in the fo%-
lowing, special note will be made where programs differ
with. regard to adults and juveniles, and where such
notice is not taken, the reader should assume that the
discussion applies equally to both types of clients.

The juvenile does present some general differgnces
when compared with the adult drug user. Serious juven-
ile or adult drug users, who are frequently involved in
becoming intoxicated and especially those who use tle

"heavier" drugs, are likely to be arrested, not only for

the possession and sale of drugs, but also for other
crimes such as burglary, larceny, and robbery. The
juvenile who is an occasional experimenter with drugs
or just becoming involved with the use of drugs @s.more
susceptible to being arrested than an adult in similar
circumgtances. Thus, "early intervention” is a much
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more important objective with juveniles than with adults.?
Also, juvenile drug use is frequently coupled with ser-
ious family difficulties and with the charge of "child

in need of supervision," a problem uniquely character-
istic of the juvenile.

4. Background of Models

The process by which a person coming in contact with .
the criminal justice system receives treatment for his
drug problem, can be conveniently divided into two stages:
stage one, the process of assignment to a treatment pro-
gram and stage two, the process of treatment. Stage one
always involves the criminal justice system, whereas
stage two may involve the criminal justice system fully,
to a limited degree, or not at all. In the following
discussion of models, a distinction will be made between
stage one models which will be discussed first in Chapter
1V, "Model Diversion Strategies" and stage two models
which will be discussed in Chapter V, "Model Treatment
and Rehabilitation Strategies."

The models discussed in the following chapters are
based on actual programs which were visited during our
survey. The most successful of these programs are des-
cribed in the first part of this volume, "Diversion by
Criminal Justice Systems to Treatment and Rehabilitation,”
which presents model program components from nine com-:
munities scattered throughcut the United States., It is
unlikely that any of these models or model components
could be replicated in any other community, however, these
ideas can be adapted, taking into account the different
backgrounds, needs, and values which characterize dif-
ferent communities, Most of the elements of the models
to be defined in the following chaptexrs are such that
they would apply in any jurisdiction that dealt with 100
or more drug using individuals a year. Where there are
more specific problems with different kinds of communi-
ties, these will be pointed out, Ctherwise, the reader

is asked to assume that the ideas are very broadly ap-
plicable.

’Farly intervention is a name currently given to a class
of drug abuse prevention programs which focus on helping
juveniles who have limited experience with drugs, find a
more attractive lifestyle without resorting to intoxica-
tion.
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In concluding it is well to point out what we mean
by the term "model." A "model" is a pattern of critical
elements which form the basis of an effective program for
drug users. Any operating program which embodies suqh a
model must f£ill out the model with specific people, fa-
cilities, clients, and program content, all of which con-
vert an abstract model into a specific program. The
models defined in the following three chapters focus on
those elements judged to be most critical in determining
a program's effectiveness, Other program elements are
also essential for a fully effective program, However,
those which are omitted from the model have been judged
to be less essential in determining the effactiveness
of the program, The models discussed in Chapters V.and
VI focus on program procedures that deal directly with
the client., Any well-run program must be administra-
tively sound and financially efficient. Chaptexs VII
and VIIT address these managerial dimensions of a pro-
gram, It ig hoped that the reader will find in the next
five chapters all the essential elements of good pro-
gramming, both programmatic and managerial.

The types of program models examined in this report
go beyond the traditional, beyond sole dependence on
punishmesnt and threat. They have in common Fhe ijegtlve
of assisting the offender in getting appropriate medlcgl,
psychological and social treatment for the causes of his
destructive 1life pattern. At the same time, the program
models serve to make the criminal justice system more
efficient, better utilizing its energy to protect the
public safety and using its traditional mechanisms to
speed up :ue delivery of justice.

B. Model Intervention

There are different categories of non-punitive inter-
vention models related to the criminal justice system
and the drug user. Researchers can cite differences 1in
terms of areas of juvisdiction, different stages of in-
tervention, differences in clients served and differences
in program objectives.

1. Types of Alternative Programs

The programs reviewed for this projest can be clas~-
sified into two major types: (1) programs which operate
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as part of the criminal justice system, and (2) programs
which operate outside of the system but whose clients
are often referrals from police or the courts.

a, ' Programs Within ‘the Criminal Justice System

These programs are likely to involve diversion of
drug users from prosecution and/or incarceration. These
kinds of programs may:

(1) Screen all local arrestees for drug addiction
and identifying potential clients;

(2) Negotiate with prosecutors and/or judges for
deferred prosecution of drug-involved clients;

(3} Arrange assignment to an appropriate treat-
ment facility or provide treatment directly;

(4) Follow clients for a fixed period to ensure
that they continue to participate in their
assigned treatment, do not further use illegal
drugs, and do not commit new offenses.

b, Programs Relating to the Criminal Justice
System

Some community-based programs are not administered
or funded by the criminal justice system; yet they may
involve the key elements of divereion and treatment,

In addition to providing the services mentioned under
a. above, such programs may:

(1) Provide out~patient. counseling on an indivi-
dual, group, and/or family basis;

(2) Take clients into a highly controlled residen-
tial treatment facility;

{3) Provide educational and/or vocational training;
(4) Act in an advocacy role for clients.

2. Program Types: Client Considerations

We have seen that any model program is likely to
deal with diversion and/or treatment of the drug user,
whether it operates inside or outside of the criminal
justice system. Another critical finding of the present
study is that model programs must be sensitive to the

136



partlcular needs of their clientele. Thus, model pro-

grams are relevant to such factors as the age of clients,

the severity of their drug use and their soc10~polltlcal
context.

The American legal structure tends +to mandate dif-
ferent procedures depending on the age of the offender.
For those under a certain age (frequently eighteen),
there are usually separate courts and separate proba-
tion services. It is natural that programs relating to
the offender most often break down into concentration
on either juveniles or adults.

On the whole, juvenile programs tend to be oriented
more toward prevention and hope to intercede before
youngsters are caught in severe addiction. It was also
found that model juvenile diversion programs place a
very high premium on keeping youth out of correctional
facilities, and are likely to be more greatly involved
with the family situation than are adult programs, Be-
cause of the nature of their clientele, many adult di-
version and treatment programs are heavily oriented to-
ward rehabilitation: consequently their treatment tech-
niques must be more dramatic and powerful than in many
juvenile programs,

3. Programs and Severity of Drug Use

Model programs may concentrate on particular drug
use patterns among clients. WNaturally, juvenile programs
tend more to work with users who are not opiate addicts.
For example, the Montgomery County Drug Education School
(Rockville, Maryland) receives drug offense referrals
from the Montgomery County Police Department and provides
juveniles with counseling and drug education. Although
there are a few heroin referrals, most clients arxe users
of marijuana or “polydrugs" (amphetamines, barbiturates,
psychedelics, etc.).

On the other hand, some model programs specialize in
severe drug addiction. Often, the treatment modality, if
drug-free, involves a residential therapeutic community.
One of the programs studied, the Addicts Rehabilitation
Center in Harlem, primarily treats black heroin addicts
in a residential setting. As in the better model thera-
peutic communities, the Addicts Rehabilitation Center
focuses on eventual re-entry into society and puts a
great deal of emphasis on furtherlng clients ' education
and employment status,
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4. Programs and Socio-Political Context

Along with relevant variations in focus, age of cli-
ents, and clients' drug use patterns, model diversion
and treatment programs must be responsive to the social,
cultural and political dynamics of their constituency. As
we see in the next two chapters, a program's sensitivity
to the individual client is paramount. However, a client
may be powerfully conditioned by his subcultural community
and its attitudes about drugs, the law and the establish-
ment, For example, in most urban populatlon centers,
ethnic background, race and economic level are critical
bagkdrops for understanding the dynamics of drugs and
crime,

Model programs may encompass particular variations
in response to the special socio-political demands of
the population it serxrves and the agencies it must deal
with., A case in point, the Indianapolis TASC program,
could have been political dynamite. A very large per-
centage of its clients were black inner city opiate users.
Yet, to effect their diversion into treatment, TASC had
to gain the close cooperation of the predominantly white
criminal justice establishment which was still skeptical
about the value of diversion and subseguent drug treat-
ment, Thus, on the treatment end, the TASC clinic fea-
tures young, ethnically mixed professionals and para-
professionals. On the administrative end, staff have
respected backgrounds in the criminal justice field and
in local government.

5, ' Programs and Legislation

In concluding an introduction to the range of model
program types, it is well to mention the implications of
relevant legislation, This project did not focus on the
laws which might assist or hinder the diversion and treat-
ment process. Much has already been written on the rela-
tionship of the law, criminal justice procedures and drug
abuse, Obviously, relevant legislation can enable or
restrict innovative programs. If a community cannot in-
stitute a promising program because of antigquated statutes,
legislative change becomes a very hlgh priority. In the
following chapters, however, we examine models possible
under current laws and regulations.
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CHAPTER IV

MODEL DIVERSION STRATEGIES

A. The Problems to be Solved

The most important objective is to help the drug
involved offender discover a new lifestyle in which
becoming intoxicated with mind-altering substances has
little or no place. All of the models discussed below
are compatible with helping the offender to become drug-
free, i.e., to discover a new lifestyie in which escaping
from the world through intoxication has little or no
place.

A second related objective is to stop the kind of
experimentation whereby drug users move from one intoxi-~
cating substance to another, frequently adding the phy-
siological addiction associated with the opiates ox
barbiturates on top of the psychological addiction
generally associated with intoxicating substances.

The drug user who spends a good deal of his time
intoxicated has generally ceased to grow from the point
where he began such an escapist lifestyle. For the
juvenile or young adult drug user, this may mean ‘that
he has missed the normal opportunities for developing
social, intellectual, vocational, or emotional capabili-
ties which are required for a person to be ccmpetent in
our society. A third objective, therefore, must be to
help the client to acquire critical capabilities so
that he can effectively achieve his needs and goals in
life.

A fourth objective, and one that is especially
pertinent to the manner in which clients enter into
treatment, is the need to avoid labelling the juvenile
or young adult as a criminal as long as he still has
a good chance of living a comstructive, happy life.
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Although individuals who have acquired a criminal rezoxd
have managed to build constructive, successful lives,

it can be a serious obstacle which could make it much
more difficult for an individual to pull himself out of

a lifestyle dominated by frequent periods of intoxication.

B. Diversion

Diversion is a widely discussed concept in criminal
justice today and widely promoted as the key to signi-
ficantly increasing the rehabilitative potential of the
criminal justice system. However, diversion means many
things to many different jurisdictions. Agencies enter
into diversion programs for a variety of reasons, and
the programs which succeed in fulfilling one objective
may thoroughly fail to fulfill a different objective.
Although we are looking at these different approaches
to diversion entirely in terms of their impact on the
drug user, these approaches to diversion would also
have a similar effect on offenders without drug problems.

The following are the different objectives which
we observed as the bases for diversion programs:

(1) Diversion can be speedy, i.e., it can aim to
get the client out of the criminal justice system and
into some other setting as quickly as possible.

(2) Diversion can seek to avoid labelling, that is,
it can seek to avoid giving the client a criminal record
or more of a record than he already has.

(3) Diversion can seek to give the district attor-
ney a good scoxecard, i.e., a greater number of guilty
pleas than would probably be the case if normal trial
procedures were followed.

(4) Diversion can seek to promote careful clinical
assignments, such that clients are placed in particular
programs that have the greatest likelihood of fulfilling
their needs and their aspirations.

(5) Diversion can be used as a way of reducing the
cost to the criminal justice -system of processing drug
users.

(6) For those who believe that the criminal justice
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system has many crlmlnallzlng features, diversion can
be used to minimize a clment'ﬁ contact with the criminal
justice system. .

It is not being suggested here that drug involved
offenders should be diverted when local criminal justice
policy or statutes would not allow for the diversion of
offenders (arrested for the same or similar offenses)
not involved with drugs. The basic criteria for eligi-
bility for diversion must be the same for all offenders
and such criteria will vary considerably from community
to community. What is suggestad in this chapter is how
such diversion might be best accomplished for eligible
offenders who are being diverted to treatment for drug
problems .

C. ' When tO'Divert

Diversion is dependent on trust. In diversion the
criminal Jjustice system is trusting that the offender
will adhere to the conditions of his diversion to treat-
ment, that he will participate in that treatment and not
commit any new offenses. *"Who" should be diverted "when"
in the criminal justice procedure depends on who in the
criminal justice system will trust the offender.

In the models of diversion outlined in this chapter,
three stages of the criminal justice processing of an
offender are suggested points of diversion, as can be
seen in Fiqures One and Two. Both juveniles and adults
may be diverted pre~arrest by the police.,. Further points
of possible diversion of adults would be post-arrest by
the prosecutor or pre-plea by the judge. The stage at
which an offender might be diverted depends on the degree
of trust the diverting agent feels appropriate o show the
offender based on the available knowledge of the offendex
at that point. A judge has more time and resources to
mobilize to evaluate a case for diversion than either a
police officer or prosecutor,

Offenders not appearing trustworthy enough to risk
diversion at the first possible point of diversion, pre-
arrest, might with further investigation, appear so at
the second or third points. Also, with each further step
into the criminal justlce procedure, an increased level
of risk is tolerable in diverting an offender because

141

i

Figure One
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‘DIVERSIGN'PROCESS FOR ADULTS

Figure Two
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the divert lng agent has more and more lmmedlate power

- over the offender. If the offender violates the trust

placed in him by the diverting agent, legal action can
come much more swiftly and directly from the judge than
from the police officer, in terms of activating the
original arrest charges, if such a course of action is
indicated,

A third dlStlngulSthg aspect of the three diver-
sion points is the expllc1tness and formality of the
diversion proceedings, which increase as one moves from
the police to the prosecutor to the court. As the per-
ceived risk -increases, it becomes necessary for the
criminal ijustice system to accept the risk for the di-
version in a more open and formal manner. In other words,
the judge is better able to risk taking some "heat" when
necessary than a police officer.

D, ' Whom to Divert

The twelve programs surveyed during this project had
widely waryving criterxia for eligibility even when the
target populations were very similar. For example, one
of the youth service bureaus would not accept juveniles
on whom a petition had been sustained; another accepted
all referrals, regardless of their legal status, who re-
sided in a particular geographical area, Two of the
adult diversion programs screened all offenders coming
into the local criminal justice system to identify drug
users, Neither would seek diversion for offenders with
a history of viclent crime or serious felonies; one would
accept persons charged with sale of drugs, however, and
the other would not. ZIn addition, the former program
Stressed the assessment of the degree of motivation for
treatment as part of the screening process. The latter
program tried to convince any legally eldygzile candidate
to volunteer for the program in the belief that the
threat of court action if they failed in treatment was
sufficient motivaiion, In nearly all the programs
there was considerable flexibility in the criteria which
allowed for individual negotiation on potential clients
with the appropriate criminal justice representative,
i.e.,, police, district attorney, or judge.

At their inception meost of the programs only
negotiated the diversion of those offenders who seemed
to present the least possible risk in the eyes of the

- local criminal justice system: first offenders, minor
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felony cases, etc,
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m s m for b;oad exploration of whom a particular com-
unity could divert to treatment successfully. One

limiting factor would se
ng fact em to be the degree to whi
igﬁmg?;2§sgls@es gg-punish an ir‘ividuag for a pargicﬁge
¢« in addition to pro:.ding for his rehabili
13 . » g y l -

$ﬁ§é§n: Another is whom the community is wiiling to trust

1s largely dependent upon its experience of who is ’
trustworthy. Most communities w

1y : : i1l begi lversi
progrgm WLtp candidates whom they havegng grg;zeigiggt-
mént in punishing and for whom they have sufficient toler-
‘_gncg of the perceived risk in diverting. Much of th{s-
t§§231§§ of whom to trust was seen during the survey to
ax t? ace on a very 1nd1v1dual level. We have conse-
quently kept away firom the categorization of offenders

according to the perceived risk i g .
lowing reasons: risk involved for the fol-

(1) Such categories do not mea
closely examines individual instance
individual may be considered a first
there may be good evidence that he ha

n very much when one
s, for example, an
offender, and yet
g : . s been responsibile
) Sfrées of serious crimes, whereas anotherpindivi—
. may be regarded as a multiple offender, but all of
his of;e§8es have been rather innocuous; leéding m{n
authorities to prefer taking a risk on the multi l; Y
offendexr rather than the first offender. s

(2)  Most criminal - i i
. : Justice systems talk explici
£ Ereatlng violent offenders more seriously thgn ;;gfy
S:ﬁtytoffenQers.. In a recent study of 4,000 offenders
authorg g%liggrntadju\frenile institutions, one of +the
. 5 ¢ Study found that there is no easy wa o
detemining who is a Violent individual and Whoyia ﬁotf

If one simply looks at the explicit charge, such as
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robbery or assault, one finds that more than half of the
individuals ¢arrying such charges,; when the case is
looked at closely, probsbly did not participate in or
contribute to violence. Furthermore, some gso~called vio-
lent offendars chroniecally: create nuisance-type violence
and never pose serious threats,

(3} Numerous studies have been conducted to attempt
to predict who will commit serious or violent crimes
after release. Almost nothing has been turned up that
predicts the likelihood of recidivism, paxticularly of
violent recidivism, much better than chance. 8Since
science fails so abysmally in predicting the actual risk
associated with an individual, it is best to leave these
predictions as a kind of "art" in tie hands of the appro-~
priate criminal justice personnel. Hence, our discussion
speaks of perceived risk and not aetual risk.

(4) Circumstances and key public individuals both
actively change the willingness of a particular criminal
justice system to take risks with offenders. Recently,
the Governor of California, for example, has been at-
tempting to direct the California criminal justice system,
to the extent within his power, to take less risks with
the offender than it has been doing. In general, such
forces cause periodic swings of the pendulum towards
more hard-line treatment alternating with swings towards
more leniency. There is no way that a simple formula
based on various categories of offenders could be made
to appeal to this changing climate.

(5} Finally, even with such swings, different
regions of the United States have different tolerances
for different kinds of crime. In Texas and other states
of the Southwest, therxe is much greater tolerance for
casual violence than in the Northeast, for example. 1In
the Southeast a person who absconds from a hotel without
paying hiz bill is treated much more seriously than in
the North. All these idiosyncrasies associated with the
different cultures of the United States must also be
taken into account.

From all these considerations, it is apparent that

each criminal justice system has its own particular
definitions of which offenders are to be treated as
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greater and lesser risks. It is assumed therefore that
each criminal justice system interested in these models
of diversion, will be able to interpret them in terms

of their own eristing practices for dealing with various
categories of offenders,

0f course, there are well-known general principles,
such as, that the more frequently an individual has been
caught committing crimes the more likely he is to go on
doing so; and the more serious crimes that an individual
has been found to be committing, the more likely that
future crimes will also be serious. These common sense
guidelines are not accurate but are about as good as
anything we have. They constitute the underlying undexr-

standings that go to make up what we mean by "perceived
risk."

E. A Model fur Poplice Diversion of Juveniles

The following model, derived from a program studied
during the survey, involves police diversion of juveniles,
but the same model could be equally well applied to juve-
nile probation officers. The pre-arrest diversion of
adults will be treated separately.

' The youngster is first contacted normally by a police
officer in a context which could lead to arrest. In all
but the most extreme cases, the individual is released
to his parents and, at the time of release, an appoint-
ment is set up for the individual with his parents to
meet with a juvenile probation officexr. This meeting is
generally scheduled to occur within two or three days of
the first contact with the police officer. When the
parents and the juvenile contact the probation officer,
an interview takes place which lasts at least half an
hour or longer, in which the full spectrum of the child's
problems are examined including his prior criminal activ-
ity and his use of drugs, and the child's relationship
to his parents and #o his family is also looked into.

The majority of juveniles are diverted during the
course of this interview. An officer can choose to give
a client a second, third, or fourth chance, Such diver-
sion need not be restricted to "first offenders." The
officer tries to impress upon the juvenile and the par~-
ents that normal arregt and juvenile court processing
is an available option should they prefer it and can be
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eﬁpioyed by the officer for this situation should the

~ juvenile and his parents not take the diversion program

seriously. At this point some families will choose to
go forward with normal criminal justice processing, some
will accept diversion reluctantly, and some will accept
it with enthusiasm. If the family chooses the program,
the officer then makes a full record of the interview
and sends it over to the program to which the client has
been diverted.

This model of diversion is predicated on the assump-
tion that police officers do not have the time to stay
on top of the characteristics of treatment programs ?nd
are not able to obtain the necessary feedback to corre-
late client characteristics with program characterlstics.
Therefore, to accommodate this lack of‘basis for clinical
assignment, it is recommended that pollge who.are con-
ducting pre~arrest diversion should assign clients to
programs which cffer a broad spectrum of tre§t@§nt and
rehabilitation possibilities and which are willing to
do careful intake screening so as to assigg the.cllent
to the particular opportunity that best suits his needs.
Furthermore, it is recommended that police officers
periodically contact juveniles whom they have diverted
while they are in the treatment program and after they
have left the treatment program in order to obtain feed-
back on the effectiveness of the treatment program. It
is our experience in talking with ex-clients, that such
follow-up would simply and efficiently hglp police
officers to identify programs that had little or no
effectiveness. This does not mean that any smng%e
client can give an adequate picture of a program's -
effectiveness, but contact with a number of c¢lients
and ex-clients should evidence a consistent pattern of
impact or lack of impact.

The police officer should insist that ?he program
provide periodic feedback on whether the gllen? parti-
cipates in the program and whether the client is galnu
ing benefit from the program.

As with all diversion generally, we believe that
it is important that the criminal justice system make
good in a consistent manner on the Fhregt of_plcklng
up people who fail to carry out their d}vgrSLOn assign~
ment. When such follow-up is done capriciously or not
at all, it has very little impact on the population of
young people being diverted. If follow-up on non-
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part1c1pat1ng 1uvenlles (and adults) is not rapid and
consistent, it nlght well not be done at all for the
value it would have in keeping clients generally in
programs . Several treatment programs visited during the
survey felt that the coercive power of the criminal
justice system is a pogitive force for many clients in
encouraging them to stick with treatment and rehabilita~
tion programs. If the criminal justice system, and in

this particular model, if the police care about the client,

then they should be wxlllng to go after him and pick him
up and use the power of their position judiciously to
encourage participation,

F. A Model for Pre-Arrest DiverSLOn of Adults

The pre-arrest dlverSLOn of adults 1s definitely a
more difficult program to develop than the pre-arrest
diversion of juveniles. We are aware of several attempts
to institute such a program, and it appears that these
attempts have had little success., However, we believe
that the above model for juveniles could be adopted for
adults with a minimum of modifications. The juvenile
may have a significant advantage if his parents are
thoughtful, concerned individuals who are genuinely will-
ing to help in the treatment and rehabilitation program.
When this is the case, the police officer has a valuable
4lly in the carrying out of the diversion program.

The key difference between adult and juvenile police
diversion is that police departments do not have an
adult counterpart to the juvenile officer. The Jjuvenile
officer has partly a detective function but also a social
worker function, He can delve into the background of the
juvenile's problem, he can maintain a continuing interest
in the case, and he can work to ensure the juvenile's
participation in the .diversion program. It is highly
recommended that police departments consider establish-

- ing an adult counterpart to the juvenile officer.

Where such a police counselor position is established,
the patrol officer who would normally be making an
arrest could assign the adult an appointment to meet
with the police adult counselor. Such a counselor is a
natural extension of the recent work in developing. po-
lice family crisis specialists. The adult counselor
would function in the same manner as the juvenile officer
in the previously described model of juvenile diversiown,.
and the adult model would parallel the juvenile model
in every respect,
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A key element of thig kind of diversion either for
adults or for juveniles is to be able to guarantee to
the client that, upon successful completion of the pro-~
gram, he will not be plagued with a criminal record. 1In
the case of juveniles, all records can be destroyed when
the juvenile becomes legally an adult, in most states
when he reaches the age of 18, While not a current
policy recommendation of DEA, a suggested procedure with
regard to adults might be that the record could be
shown outside the department only to the extent that it
is required by current state or federal laws, and other-
wise be kept as a private police record. After some
predetermined period, such as two years or five years,
if the individual were not arrested for any new offenses
within that period, the record could even be removed
from police files.

G. Advantages and Disadvantages of Pre-Arrest Diversion

The above pre-arrest diversion model is the most
attractive of all the diversion models. When pre-arrest
is initiated by the police, it can satisfy several of the
objectives of diversion. Namely, it can be speedy, it
can avoid labelling, it can reduce the cost to the cri-
minal justice system, and it can minimize the criminal-
izing effect which may come from exposure to the criminal
justice system. Such diversion has essentially no effect
on the district attorney's scorecard, since cases that
are disposed of pre-arrest do not reach a point where the
district attorney has an option of "winning or losing."

One potential drawback of pre-arrest diversion is
that the police may not have the opportunity eitner to
know the client well enough or the characteristics of
treatment and rehabilitation program options well enough
to permit a sound decision as to which program would
sexrve a particular client'’s needs best. It is recommended
that the police and the criminal justice system generally
become active forces in seeking to develop in their com-
munities the necessary treatment facilities to make such
diversion effective.

Another obstacle faced by pre-arrest diversion is
the need to ensure that the client does follow through
on the program assignment. The police officer or pro-
bation officer must be willing to keep track of the
client's participation in whatever program he is assigned
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tb_and must be willing to take necessary steps if the
client fails to achieve gome minimum standard of involve-
ment. ' '

This model is based on optimism and will be effec-
tive wherever such aptimism exists. It is optimistic
about the tremendous untapped potential of police offi-
cerg to evaluate an individual's situation and make the
proper disposition. Juvenile officers and family crisis
intervention teams have illustrated that police officers
can do a fine job in this role. The model is also
optimistic about the potential of drug users to benefit
from this kind of early assignment to treatment. In
tgrms of our survey experience, there is solid founda-
tion for such optimism. For most communities, early,
pre~arrest diversion by the police is in our judgment
the best model to be followed when it is ascertained
tpat the offender presents a reasonable risk for diver-
sicon at that level.,

H, Post-Arrest Diversion

_ Divexrsion at the next step in the prceess for juve-
niles would involve the probation officer, with or with-
out the participation of the juvenile court., A somewhat
‘anal@gous form of diversion would occur for adults in-
volving the prosecutor, with or without the participation
of the courts. An offender not considered a reasonable

risk for diversion by the police ean be reconsidered for -

diversion here.

In the case of the juvenile, the probation officer
can normally elect to assign the juvenile to informal
probation, without a juvenile court hearing, or can elect
to proceed to a formal hearing which would result in
formal juvenile probation. In both instances, the drug
t;eatment and rehabilitation program to which the juve-
nile would be assigned is no more than a condition of
probation, In such instances, the diversion of the juve~
nile constitutes no more than the normal process of
formal or informal probation., Therefore, we do not re-
gard this manner of entry into treatment as "diversion"
since it does not in any way minimize the juvenile's
contact with the juvenile justice system nor does it
alter traditional juvenile justice procedures.

The adult, however, normally faces a much lengthiexr
and more complex set of procedures in traditional’
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criminal justice processing and therefore further
possibilities for diversion exist after the point of
arrest. The arrested adult is either placed on bail, |
released on his own recognizance, or remanded to jail
awaiting trial. The case goes from the police to the
prosecutor. At this point, the prosecutor can consider
diversion, and iwn most jurisdictions surveyed, the
diversion procedure involves the participation of a
judge as well as that of the prosecutor. If the prose-
cutor with or without a judge assigns an individuazl to
diversion, it is normally the case that the prosecutor
and the judge by themselves have no more information on
the client and his needs than a police officer would
have. The harried nature of proceedings in most court-
rooms and prosecutors?' offices would actually tend to
provide them with less information than a police officex
might acquire. Diversion at this level is alsoc con-
founded by the fact that prosecutors may depend on the
successful prosecution of cases for their careexr and
political advancement. A case which concludes with a
voluntary guilty plea is, from the point of view of the
prosecutor, a successfully prosecuted case. A prosecutor
who is interested in using diversion as an inducement

by which he hopes to obtain gunilty pleas in instances
where he may have difficulty winning the case in court
is setting up an attitude of disrespect on the part of
the client which may constitute an obstacle that the
treatment program must overcome. An individual entering
treatment through such a route may have a pocrer prog-
nosis than one who is placed in treatment after conviction.

In general, to clarify the situation and to ensure
that the prosecutor-is not seeking to make political
games out of a diversion program, based on the experience
of programs surveyed, we strongly recommend in the model
of post-arrest diversion, that all such diversion be
done prior to extracting a plea fxom the client. Under
such circumstances, not only will it be clear to the
client that such diversion is not aimed at serving the
interests of the prosecutor, but also a client who:' suc-
cessfully responds to treatment will have the satisfaction
of knowing that he has not added another conviction to
his criminal records. This means that such pre-plea
diversion does a better job of fulfilling the non-label-
ing objective of diverxsion.
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I, Pre-Plea Diversion in the Courtroom

Pre-plea diversion is the last point in the imi
L . ! criminal
justice processing of adult offenders at which diversion

might take place. At this point offenders whom the police

and praogsecutor felt were too risky to divert i

be consideged»for diversion by thz judge . rBeggﬁsztiilthe
nature o? judicial processing the judge can ask for.
furt@er investigation of an offender, and because there
is time for such an investigation at this point, the
offender can here be carefully evaluated for possible
diversion. Also, because the judge has more immediate
power over the offender, he can afford to trust

him more than the police or prosecutor,

‘Enacting pre-plea diversion in the courtro

require statutory changes in some states. Howeggrmaihere
is a precedent for such changes in laws enacted by'other
states, e.g., Pennsylvania,which allow for divexrsion in
Fhe courtroom. Ordering an investigation at this point
@n‘the judicial process, however, would probably not re-~
quire changes in the current laws.

It should be possible for a judge to request hi
probatlon.deparpment to conduct the univalegt of algre—
sentence 1nyest1gation in order to determine whether pre-—
plea diversion should be considered and also the
treatment needs of the client,

' ‘A cogrtrgom could also utilize the service of a non-
gifglnal justice agency ?o handle pre-plea investigation.
ch an agency would assign persons to interview arrestees

who are awaiting trial and determine whether they appeared

gble to benefit from diversion and were interested in be-
ing dlyegted,. Such specialized diversion workers could
be ﬁamlllay with the full range of treatment options
ayallable in the community, have information on how well
élfgg;ept types of individuals do in these treatment
facilities and attempt to make the best possible clinical
;gudgmgnt concerning which individuals should be assigned
-0 which programs. By not being part of the criminal
justice system, and by focusing entirely on this clinical
Fole, such workers could find the time to stay on top of
the various programs and their performance.

The use of probation officers making pre-sentence-

like evaluations of the'client : '
. ; or the use of specialized
workers devoted to making diversion recommendaﬁions ‘
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represent the only two instances in which diversion can
fulfill the objective of sound clinical as§ignment. It
is strongly recommended that one or the other of these
strategies be employed in pre~-plea diversion. The value
of such strategies can only be achieved, however where

a community offers a range of treatment alternatives.
The greater this range, the more useful would be the pre
diversion clinical evaluation of the client. :

The approach of having the client evaluation and
assignment performed by a diversion specialist ox by a
probation officer avoids tha problem of *body~-snatching®
which some communities, currently using diversion spe-
cialists, reported having happened in the past. These
communities have a substantial number of alternative pro-
grams available for a 1imited number of clients, and
previously the various programs competed for the avail-
able clients. This is a disruptive process-and is not
conducive to careful assignment of clients to programs.

J. The Prcblems of Pre-Plea Diversion

There are two éerious problens with pre-plea diver-
sion, both of which can be addressed through proper pro-
gram design: '

(1) There is a tendency, even when no plea is ex-
tracted, to present diversion in a coercive manner which
makes it very difficult for the client to enter into it
with voluntary consent. Where there are very poor facts
to prove a case in court, a prosecutor may seek even
pre-plea diversion in order to give the client some form
of "sentence® in a situation where a client would most
likely get off scot—-free should the case go to trial.
The procedures of the diversion process should ideally
be under the control of an agent other than the prose—-
cutor to minimize the coercive aspects of diversion and
ensuré a maximum protection of the individual's rights.

(2) Because diversion at this stage frequently
javolves a court hearing, and because most courts have
problems granting speedy hearings, and also because of
the time necessary to gather the data to make a clinical
judgment on the client, pre-plea diversion tends not to
be a speedy process, requiring generally three weeks at
a minimum. If it works out that a significant proportion’
of those diverted are required to await the outcome of

.\
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the diversion process in jail, it becomes especially
important to seek ways of speeding up the process in
order to minimize the possibly destructive quality of
incarceration. 1In jurisdictions where widespread use of
release on recognizance can be used for potentially
divertable clients, the need to reduce the time required
in the diversion process 1is less acute,

People speak of the diversion of adults after the
plea. Sometimes they talk of pre-sentence diversion and

" sometimes they talk of post-sentence diversion. In a

sense, any diversion after the plea really is like a
sentence and will be treated in this report as just a
variation on probation. We see no valid reason fox
diverting post-plea.

K. General Principles for an Effective Diversion Program

The following are some general principles to be
considered in developing an effective diversion program.
Whatever the diverting agent, there should be a close
understanding between the treatment and rehabilitation
programs that receive the diverted client and the agents
doing the diversion. To the extent possible, the client
should face a harmonious set of understandings and ex-~
pectations as he moves from the criminal justice diver-
sion process to the treatment and rehabilitation program.
Also, those doing the diversion should do their best to
ensure the continued effectiveness of the programs to
which they are diverting individuals.

Diversion can be used as a kind of wastebasket pro-
cedure by which clients are swept out of the criminal
justice system as guickly as possible. Such diversion
may have some value in minimizing any destructive guality
of the criminal justice system but would probably have
no positive value in terms of the treatment of the client.
Since’ some clients do take care of their own treatment
and rehabilitation, clients diverted in this manner may
come  out all right. This approach to diversion as a
model tends to leave the outcome pretty much up to chance.
The criminal justice system can identify individuals with
serious problems. Any individual who frequently gets
intoxicated on drugs has a serious problem. Therefore,
when the criminal justice system does identify such an
individual, it has an important opportunity to help that
individual get ‘into treatment. “Wastebasket® diversion
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throws that opportunity away.

. It should be emphasized again, regardless of how
the adglt or juvenile enters into a diversion program,
the criminal justice system should make a consistnet
follow-through if the individual fails to carxy out his
program. The best kind of consistent follow-through is
to pick up the individual again and try to induce his
participation in the program to which he was diverted
Or in an alternative program if that seems preferable.

) Whgn an individual does fail to carry out a program,
1t provides an opportunity to get an evaluation of the
program from that individual. However, such an evalua-
tlon must be assessed in conjunction with evaluations

of successful graduates of the program.

If the criminal justice system does not follow-
through in a consistent fashion on those who fail to
complete their program, then it should probably not
follqw—through at all. If follow-through is not done
consistently, recent studies show this has little value
for deterring others from evading their programs.

. __ The criminal justice agent doing the diversion--
police, prosecution, or court--has the responsibility

to monitor the recidivism characteristics of the pro-
grams to which it diverts drug users. In our experience,
1t is clear that redidivism measures have very little

to do with patterns of drug use. Namely, individuals
can and freguently do continue to use all manner of
d?ugs from heroin to marijuana after assignment on diver-
sion to a treatment program and run very little risk of
being re-arrested (or in the case of juveniles having

a new petition filed)as the result of their drug use.

In almost every instance where recidivism was noted in
our survey, it was due to some other kind of behavior.
The concern in monitoring recidivism is to ensure that
the criminal justice system does not, in the course of
diversion, utilize programs that promote criminality.
Also continual monitoring by the criminal justice system
can identify instances where drug treatment and rehabili-
tation programs have an unusually positive impact on
client recidivism, reducing it below the norms for the
particular community and its correctional programs.

. Div?rsion programs are generally operated like pro~
bation with a definite cut-off point usually at the end
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of six months, but sometimes lasting as long as two
years. Whatever definite cut-off point is set by the
diversion program for the ‘¢lient, it is recommended
that the tredtment program and the cliernt be permitted
to continue treatment past the cut-off point if there
appears to be a need. It should be made clear to the
client that his further participation in the program
after the end of the set time of diversion is entirely
at his own discretion, and the criminal justicez system
no longer has interest in his further parxticipation.

The client, if possible, should have access to the
police officer, probation officer, specialized diversion
staff, or other individuals respecnsible for assigning
treatment; he should feel free to approach the individual
setting up the diversion program and ask for a change
of treatment facility if he finds the one to which he
has been assigned useless or thoroughly uncomfortable,
This does not mean that every change requested in this
manner shounld be made, but the individual making the
diversion assignment should be willing to look into the
problem cutlined by the client and to consider shifting

the client to an alternative program when the client's
complaints are justified.

The following are some of the problems which diver-
sion programs can run intos

{1) Police, probaticn officers, prosecutors, or
judges, can tend to "shoot from the hip" and assign
people to diversion programs without either knowledge
of the client or knowledge of the program, When such
assignments are made to programs that are rigid in
character or of pocr capability, it not only dges not
serve the client in any useful way, hbult it also_ adds
to his disrespect for the criminal justice system,
Such cavalier diversion is probably worse than normal

criminal justice processing in terms ¢f the likelihood
of serving the client's needs.

(2) Caution should be exercised in diverting
clients for whom there is no substantial basis for
arrest. A client who is diverted, but who normally would
be released, were normal criminal justice procedures fol-
lowed, has had his rights infringed upon in a serious way.
He runs the risk, because of diversion, of acqguiring a
criminal justice record, should he fail to follow-through
on his diversion program, when the facts of the case
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\ { This is an abuse
would not lead to such a concluSLOn: is : .
of diversion and an abuse of the client's civil rights

i : in talking
3 Programs can use coercive language :
to thé Llientgand in writing to ?orce him into agzegziﬁg
diversion. Whether the case against the client 1

: ¥
N 7 : s
founded or not, such coercion is an apuse of the client
civil rights.

L. Need the Client be Motivated?

There ig some controversy among those ;nvolz?iazgd
drug diversion as to whether a client must :m§2agyao
to participate in a program before the progrfq can g
hinm any goccd. Some diversion programs enc?giggng bl
client to participate simply as a way ofkaf.a stréné
and prison. Other diversion programs m@le ”trongly
point that if the client 1is not‘pexagnéx vy s ong Y
motivated to participatef%p ? d;?iizzzinﬁiogrln'examinw

iz not likely to benefit Trom T ment.
?ialthese contrgsting points of view, DUl stziiigigtho
the conclusion that pressure on cilents to pt Tealy
in treatment programs, &SvVen when they are no

; : e
motivated, is not necessarily a bad thing. it may b

that the more motivated client Will benefit.moigoguégﬁly
from treatment but the client with poor motivati
also benefit from treatment.

i ‘ ious drug users
Drug use is such that more Seric .
frequentﬁ§ do not have sound motlvatlogirwgtirz:ggzitto
tment. Sometimes it is necessary : :
;iigram to "capture" a client and then try to win him
over.

i roposition.
Treatment is not an all or none p :
Clients who leave a treatment prggziT ggiecggizﬁgitgg
into trouble with drugs may ‘ d
%igm,the exposure to treatment.l‘Ittmigfgiguigeiz zgle
ms for a clien _abl
T e P Eroque intoxication Although it 1s
to live without frequent 1ntoxdc n. A as much
i1d upon the client's motivatlOi 1
oAsaieT iy e his own responsibility in
as possible and to encourag : eSO ot be
i ao a diversion program, divers
iiggigg ogly to those individgals who are able to enter
a program with proper motivation.

Diversion can continue to.be offered zi afiigzt;;e
mate alternative to jail or prison, where the
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such that jail or prison is i 1
uch that j , C § 1n truth a highly 1i
€:§§;Zzéltycang ?hg client's civil rightsgarg néteéging
. ercainly a client entering a good tr
Program under such motivation hags a mgch getter iﬁzgigt

of personal gain tha i ;
jail or prisgn_ h a client who stays in = typical
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CHAPTER ¥

MODEL TREATMENT AND
REHABILITATION STRATEGIES

A. The Basic Types of Intervention

When dealing with programs to treat the drug user,
cne frequently encounters references to "treatment,”

rehabilitation," "drug education,” and "early inter-

vention.” It seems appropriate to define these terms
in order to discuss the various models which are cuxr-
rently helping to rescue drug users. Since these texms

‘are used rather imprecisely and gometimes interchange-

ably, our definitions will only roughly correspond to
general usage, if for no other reason than that they

"have greater precision.

Treqtment is those interventions which are con-

‘cerned with restoring the physical and mental health

of the drug user. Ourx concern 1s ekclusively with the
treatment of damage caused by the fact of drug use,

Rehabilitation is used to represent those inter-
ventionas which are designed to help the drug user ac-~
quire those sklills which he would need to live a healthy,
happy, conegtructive life as he himself defines it.

.These skills could involve acquiring knowledge of the

type we aascciate with regular schooling, acquiring
vocational training, acquiring skills for avocational
and recreational purposes, and acquiring skills to help
the client live more comfortably with those around hin.

Drug Education is concerxned with educating the drug
user as to the nature of different mind-altering sub-
stances and, why they are dangexous, if they are truly
dangerous .. Drug education also helps the client under~
stand the degree of understanding which we possess con-

cerning various substances and the degree of cextainty

concerning our knowledge of the effects of these sub~
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stances,

Early Intervention is concerned with treatment,
rehahilitation, and educational efforts that are directed
towards the drug user who has just begun to experiment
with drugs and has not built a lifestyle around their
use,

In the following discussion of intexvention strate-
gies, we take the position that the needs of the client
for treatment, rehabilitation, and education have little
to do with the particular substance or combinations of
substances which he uses to become intoxicated, We he-
lieve that all too much stress is laid on the fact that
some mind-altering drugs produce physiological addiction
whereas others do not. Many people who use the addict-
ing drugs do not use them to the extent that they become
sericusly physiologically addicted and yet - they still
have an important problem to be dealt with. Apparently
the majority of drug users use more than one mind-alter-
ing substance for becoming intoxicated., Sometimes they
.shift their choice of substance gradually over time,
sometimes they select regularly from a set of alternative
substances any one of which they find to be a satisfac-
+tory way of getting intoxicated, and sometimes they con-
sume combinations of substances simultaneously. We be-
lieve that, although physiological addiction must be
dealt with in treatment programs, there are more funda-
mental features of drug dependence which are charactex-
istic of all intoxicants.

B. The Needs of the Client

Drug users coming in contact with the criminal just-
ice system may have only a drug problem, or they may have
emotional and criminal problems in addition to it. If
an offender has a serious criminal problem, it is up to
the criminal justice system to deal with him on the basis
of that problem., After he returns to the community, the
following discussion applies to him. But in our discus-
slion of needs, we will not go into needs that can be met
within the framework of a punitive sentence. We believe
that the problems of criminality and of drug abuse are
separable. The criminal justice system must decide which
issue is to be dealt with first for each client, .

Clients differ as to how far gone they are into

- lel

drug abuse and into the seriousness of the effects of
that drug abuse on their bodies and minds. Individuals
have been known to evidence the characteristics of long
term heavy drug use after only a dozen exposures or

less to mind-altering substances., Other individuals

have used intoxicants in substantial guantity on a daily
basis for a year or two and failed to show serious men-
tal and physical consequences. Both kinds of exceptions
are fairly rare and in general the degree of impact
appears to be well-correlated with the frequency with
which an individual becomes intoxicated. This suggests
that clients will evidence the following needs in propor-
tion to the degree to which they have suffered mental

and physical consequences from their use of intoxicating
substances. In interpreting these needs on an individual
basis, individual variations in the severity of the pro-
blem overall and also with respect to the particulax
areas in which the problem manifests would have to he
taken into account.

However, it is our experience in observing a number
of treatment and rehabilitation programs, that there is
in fact a common set of needs charactexistic of all in-
dividvals who spend substantial portions of their lives
getting intoxicated and that a wise program would look
for problems in all of these areas with all of their
clients, This does not mean that treatment and rehabili-
tation efforts necessarily must be targeted to all of
these client needs for every client. Some individuals
have the capacity of taking care of problems on their
own, and programs should not feel compelled to treat
every problem especially where there is a possibility
that the individual can solve his own problems without
intervention. On the othexr hand, many individuals who
can treat themselves eventually would be much happier 1if
they did have help in oxder to speed up the process,

The first issue or need to be addressed is whether,
to use the language of the times, the client is "all
there." Drug abuse of any substantial degree is likely
to produce serious physiological and psycheological loss.
Most intoxicating gubstances appear to collect in some
region of the brain although different substances be-
cause of their chemical qualities, especially because
of their molecular weight, appear to collect in differ-
ent regions of the brain. The mere fact of the presence
of these foreign substances in the lower or upper regions -
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of the brain appears to cause cellular deterioxation.
We know that totally dead neurons cannot be replaced,
however, many neurons are deteriorating but have not
completely lost their capacity to function., There is
some evidence to suggest that proper nutrition, mega-
vitamin therapy, and even exercises that increase the
stimulation of the brain and the flow of oxygen to the
brain can have a constructive effect. In part, this
constructive effect appears to be due to the salvaging
of weak but still living neurons. In part, this effect
may be due to the ability to stimulate portions. of the
brain to take on activities which cannot be fulfilled
by other portions of the brain that have been seriously
injured, Very few programs that we have witnegsed have

given attention to the physical needs of the drug abuser's

body. Howewver, where such attention has been given,
there are definite signs that such therapy is highly
useful. We would encourage programs to give more atten-
tion to the problems of diagnosing physioclogical defi-
ciencies and treating them, Many individuals regain
their capability to live normal happy lives, even having
suffered such damage, but the process of recovery is
slower and sometimes less complete because the indivi-~

dual is continually confronted with the obstacle of an
-injured brain and body.

Another sign of the physical deterioration which
accompanies frequent intoxication is the fact that the
subject has serious irregularities of breath. In order
to help restore control over one's breath and to culti-
vate a regular rhythm of breathing, some programs have
realized good results through the introduction of breath-
ing exercises. Probably the most successful breath
exercises which the author has encountered come from

various Oriental physical regimens, almost all of which
pay attention to the breath. '

Clients who have had substantial involvement with
the use of intoxicants expervience a gradual fog des-
cending over their minds. They are most conscious of
the existence of the fog during those periods when they
are not "high" or "stoned,.," Unfortunately many program
people who themselves have no experience with intoxica-
- .kion and who are not aware of the existence of this
" mental fog, treat the clients as though they are fully
competent individuals and do not perceive their lack
of capacity %o sustain communication and follow a
shared line of thought. As long as the client remains
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can happan in the avea of treatment, rehabilitation or
education without communication, the first requirement
in meeting the neede of clients ig te do everything
possible to facilitate communication. Programs must be
aware, howevey, that they will not function well or be
comfortabla for theilr clients if thay give the impresg-
sion that minority people are only qualified to serve
at the lowest levels. The program that has jits coun~
seling and rehabilitation staff primarily drawn from a
minority culture, while at the same time having its ad-
ministrators and policy makers drawn from the dominmant
white culture, has a serious internal discrepancy which
clients will imwediately be aware of and which will
hinder communication and foster resentmwent, One can-
not Btress too much the lmportance of making the client
feel at ease in the program,

With regard tc the nead of the client, for rehabi-
litation, this has much to do with the age at whichh the
client beging the use of intoxicating substances and
the degree to which this use interferes with his normal
growth. Some young people begin the use of these sub~
stances s0 early in life, that they wmiss out on a great
deal of thelr education and do not have their noxmal

_opportunitiss to develop the skills necessaxry to enter

into a wemi~skilled or skilled profession or to go on

to cellege. For such individuals, rehabilitation is not
gimply a matter of filling out the nseded education, it
ig aleo fraguently a matter of helping the individual

to gain vonfldence that he can learn and that he can be-
coma a compstent workexr and participant in all aspects
of the community. Effective rehabilitation must be
based on undexstanding where the client's development
was mrrested, if it was, and how much of what the client
has lesrned has been retainad. A program does not sarve
the client waell if it minimizes the client's deficiencies
or tends to promime rapid easy growth when in fact a
slow and patient process is more likely.

Ag ona c¢an tell, our model recommends "that treat-
ment precede rehabllitation for clients that have heen
seriocusly involved in drug use. Without adeguate treat-
ment, thae client does not have the physical or mental
resourcaes to acqguire the knowledge and the sgkills that
come through rehabillitation. .

A critical factor in both treatment and rehabilita-
tion is the client-gtaff relationship, Clients who have
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been seriously involved in the use of intoxicants gen-
erally lose their capacity to establish a ¢lose, warm,
human relationship. Drug users tend to intexact with
drug users and drug use tends to produce isolation and
superficial contact. As lony as the client stays within
a society of drug users, he is not made aware of how
constricted his social interaction is. Programs which
deal with clients should always provide opportunities
for the client and the staff to develop warm, close
friendships. The human contact which the client begins
to enjoy as he emerges out of the isolation that charac-
terizes drug use, is probably the strongest reward that
can encourage a client to seek an alternative lifestyle
and to throw off the "pleasures of intoxication," It
is important, therefore, that program staff allow time
for spontaneous one~to-one interactions with clients,
Although traditional one~to-one psychological counsel-
ing is probably appropriate for most mental illness,
and the restriction placed by the traditional client-
therapist relationship on the development of a close
friendship is probably appropriate in the treatment of.
mental illness, this kind of rigidity does not appear
to be appropriate in the treatment of drug users., It
is almost essential that any client coming out of a
-lifestyle dominated by intoxication needs to develop at
least one c¢lose relationship as a key catalyst in his
or her commitment to change. Such a catalytic relation-
ship frequently is developed cutside of the treatment-
rehabilitation program, however, for some clients the
relationship must be found within the program. In the
case of residential treatment programs where the client
is isolated from his prior asscciates, such a relation-
ship invariably must be found in the program and almost
always with program staff. Therefore, where programs
deal with more than early intervention, namely, where
they deal with clients who have been seriously involved
in the use of intoxicants, the staff must be prepared
to reach cut on a personal level and contact those cli~
ents who need their help and draw them through the tran-
sition phase from the old lifestyle to the new, The
love which is developed in such relationships is pro~
bably the most important dynamic in helping clients to
reorient their lives.

Frequently, clients need to know more about drugs,
They are often unaware of how destructive their pattern
of drug use has been, Drug education does not change
the bhehavior of everyone: many people today are well
versed on the exfects of cigarettes and yet continue to
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encouraged to take personal risks, to open themselves
up to change, to accept the criticism of others, and

generally to dedicate themselves to a life of growth
and self-discovery.

Without this openness, this honesty and this
warmth, a program will not provide an atmosphere con-
ducive to client growth. That does not mean that there

are not clients who will develcop in almost any atmosphere,

There are drug users who successfully reocrient their
lives without any planned official interventions. What
it does mean is that many programs are of little or no
value to their clients and the clients get better in
spite of the programs rather than because of them.

There is a great deal of new technology in the
field of psychology and counseling. Much of this is
valuable and has contributed to the effectiveness of
drug treatment programs. However, staff should be
helped to put these techniques in perspective and to
give the right values to the various dimensions of
counseling and therapy. Most importantly, a therapist
or counselor must not appreoach the relationship with
his client in terms of a rigidly programmed pattern of
behavior. He must set for himself certain key objec-
tives, i.e., clarity of communication, spontaneity,
flexibility, responsiveness to what the client is feel-
ing and saying, and a discrimination of what the client
really needs, The achievenent of these objectives is
his primary goal. His psychological techniques arxre
important only to the extent that they contribute to
achieving these goals, These tools are not important
in themselves, Therefore, an effective counselor or
therapist is one who listens to his client, who lets
the client treat his own needs as much as possible, and
who uses his technigues only as tools to achieve these

basic objectives which are designed to help the client
grow.

Young therapists who have ijust come from out of
training tend to want to use their tools and to over-
emphasize thelr importance. It is important, therefore,
that programs provide their staff with an apprenticeship
period in which more experienced counselors are able
to train and guide new staff members and help them dev-
elop sensitivity and responsiveness, and foster a flexi-

bility in the use of technigues to serve more important
objectives.,

169

RS

e o W P

‘
|
i

|

:
|

|
{
!

2l

to all this is the need for §he Qrogram'to
have iizar, well-defined objectives--objectives which
staff and clients both can rely on as guideposts as 0
they progress together through the program. Almostta
the programs we witnessed could pay more §ttentlonf 91*
their objectives. ALl of the programs.whlch werea alll—
ing to provide useful help to their clients lacked we
defined objectives.

Finall a staff needs to feel rewarded. There
are many tygés and kinds of rewards and they must bi
well understood by the program and used appr9pr1ate Y.
Most programs have substantial numbers of paid staff
members and careful thought must be given to how tpese
personnel are paid and how their financial rewaxrd 18
related to their abilities and performance. 1f per-
formance is to be rewarded tn ter@s'of sa}ary and in
terms of promotions, then the admlglstratlon mug? be
very careful to see that they are 1in fact(rewaralng
the right traits. Programs f;equegtly fail in tha
they reward easy-to-measure dlmenslons of performance
rather than rewarding those dimensions of pgrfo?mance
which are most relevant to the program's objectives.

ossible case, the staff looked gor
most ig Eﬁgiiegzwgrds from the clientmstgff relation-
ship. This, however, is not always possible s;ncghsiﬁi
situationg and some communities present such gverwiih
ing problems that rewards that come_from worklﬁgﬁw; iy
clients come very slowly and unpred%ctably. althoug
such instances are rare, they do eglgt, egpecially ;n
the most depressed minority communities. Where 3uzh
is the case, a wise program director locks beyon =3
narrow confines of the program for rewards., In one

LI |
successful case, the program became an advocat: for soclax

i i £ mbers garnered
change in the community and the sta;f memk
signgficant rewards from social action Whlch hglpeﬁ
sustain them through the slow, frus?ratlngf paxnfu@
process of working with a very deprived client pop
ulation.

here are some dangers in providing‘corollary
rewargs in that these rewards can sO dominate the focus
of attention of the staff as to interfere glth.tﬁeli
ability to deal with clients. The prog;a@_whlg lw e
witnessed, however, proved that an agy;opr+ate Da aget-
can be struck and that a staff c§n.d1v;de its time at-
ween a social action and a rehabilitation focus in S
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a manner as to do justice to both,

A staff should always to be able to acguire some
rewards from the intra-staff relationships, If the in~-
tra-staff relationships are inharmonious and uncomfort-
able, the program is consuming much of its energy in the
in~fighting and friction of the staff and is thereby
unable to serve its clients well. A program needs strong
leadership which is warm and open to the staff. Where
the staff-administration relaticonship is constructive
and cooperative, the staff will not be inclined to take
its frustrations out on the clients, Badly run programs
in this respect are likely to do more harm than good.
Programs need strong direction and the staff must feel
that they can rely upon their leadership for support,
guidance, and the maintenance of harmony.

D. Residential Programs

Residential treatment programs foxr drug users re-
present a vast range of philosophies and practices. It
would be very difficult for a survey of this scope to
cover the field, even if it were focused entirely on
this modality. Our information comes from a close loock
at several such programs, and a briefer encounter with
a few more. From this perspective, we feel able to point
out a few broadbrush principles which appear relevant
to effective residential treatment, without becoming overly
. specific concerning the details of establishing an ef-
fective program.

Residential treatment programs appear to offer the
most promising modality fox the intensive user of in-
toxicating substances, if the programmatic objective is
to help the subject to develop a lifestyle free from
these aubstances. The serious drug user who has dev-
eloped a lifestyle dominated by drug use can benefit
from a number of features of a strong residential treaf:-
ment program, for example:

(1) The sense of mak;ng a commitment towards get-
ting out of drug use, which is emphasized by the fact
that the individual has selected to live in a residential
facility, isolated from his family and friends.

(2} The willingness to live in a setting in which
drugs are extremely diffienlt to obtain, and in which
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the obtaining of such drugs almost inevitably leads to
very seriogs consequences,

{3) An atmosphere of honesty, personal responsibi-
lity, love, and dedication which stands in horrifying
contrast to the envivonment of the sericus drug usex.

(4) An atmosphere in which staff and fellow clients
are all committed to the belief that a serious drug
user can learn to live without drugs.

These are the foundation stones upon which an effec-
tive Residential Community must be built. The other,
less fundamental features of the Residential Community
are subject to variation according to the needs of par-
ticular climates and particular communities.

The interpersonal relations of specific individuals
~-clients with clients, clients with staff, and staff
with staff~-are the threads out of which the fabric of
the Residential Community is woven. Massive departures
cf a group of staff or a large group of clients can be

.gquite shattering to this fabric, Therefore, it is re-

commended that staff contracts be staggered so as not to
terminate in a large bloc, simultaneocusly. Similarly,
it is recommended that a Residential Community not take
in overly large groups of clients at a single time,

but rather attempt to stagger the entrances and planned
exit points of clients to aveid a massive breakling up

of the social fabric, at the tlme of a large group
leaving togetherx.

Residential, Communities differ with regard to thelru
bellef that they should be located within the community
from which the client comes or at great distance from
the community £from which the client comes. There is no
doubt that access to drugs for a client is easier in his
home neighborhood, On the othexr hand, the vast majority
of clients will return to the neighborhoods from which
they came and must learn how to live constructively in
that neighborhood and must develop a respect for what-
ever good can be found within that neighborhood. This
dimension is impacted by the type of community £rom which
the client comes. Residential Communities that draw
upon white youth and adults who are at home in the dom-
inant culture have the greatesi freedom as to where they
locate themselves, because tbeir clients have a capaCLty
to feel at home in the widegt possible range of settings.
On the other hand, clients who come from isolated ethnic
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backgrounds will feel much more isolated and tiixeatened
wvhen placed in neighborhoods in which they feel alien-
ated, Therefore, it appears to us likely that Residen-
tial Communities that draw heavily on isolated ethnic
minorities should locate themselves within the neighbox-
hoods from which those minorities come, since to locate
otherwise would create slienation that might well be

a serious obstacle to the client's effactive participa-
tion in the program.

A related question concerns the ethnic composition
of a Residential Community. In general, clients who are
seriously uncomfortable with their peers face a serious
obstacle in their treatment program. It is thexefore
recommended that to the extent the population base per-
mits it, separate Residential Communities should be esta-
blished which are relatively ethnically homogeneous.
Integration of ethnic groups should happen selectively
only for those. clients who are comforxtable in an inte-
grated setting. The issue of dealing with serious drug
abuse is so large, that to complicate it with problems
of ethnic barriers, would only serve to add major ob~
stacles that the program would have to overcome in order
to be effective., In one specific instance, where three
ethnic groups each contributed about a third of the pop-~
ulation of a large residential facility, almost the en-
tire attention of that facility was focused on overcom-
ing intergroup rivalries and friction. -

Although many specific strategies and modalities
are incorporated intc the programs of Residential Com-
munities, there appears to be a single underlying pro-
cess’ inhexent in the very concept of a Residential
Community: The client entering the Residential Commun-
ity generally has some degree of commitment to change
himself, This commitment, however, is limited by *he
client's natural inability to see himself in perspective,
and %o see the startling contrast between the person
he is as a drug user and the person he potentially could
be if he could restore the maturity he has lost through
his indulgence in drugs. The client's lifestyle is en-
crusted with habit patterns oriented around drug use,
and such a system of habit patterns is most resistant
to change. The Residential Community, by introducing
the client te an environment of communication, warmth,
and love challenges the validity of this system of habit
patterns. The experience of Jife in the Residential
Community shocks the client's mind and forces him to face
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up to the fact that there is a great deal of happiness
in life that he has been missing out on and challenges
him to try to bring this newfound happiness into his

own life, by emulating the lifestyles and perspectives
cf the staff and oi the older residents.

This element of total mental shock is much easier
to create in a residential setting, than in an out~patient
program. Therefore, as a genexal rule, the more seriously
involved drug user, the one who holds tenaciously to fre-
quent periods of intoxication, requires this shock to

“open his eyes to the fact that he can make experiments

with his life, that he can choose alternative lifestyles
other than the one in which he now finds himself. The
individual who is less committed to drug use, who has
long periods in which he is able to function free from
intoxication, is much more likely to be aware of the al-
texrnative lifestyles available to him. The less fre-~
quent drug user is more likely to have warmth and com-
munication in his world already. Such an individual does
not need shock to open his eyes to the possibilities
which life can offer him, For such an individual, out-
patient programs ave likely to be every bit as effective
end possibly more speedy and effective than a residen-

‘tial program. Thus, perhaps the single most critical

clinical judgment to be made with regard to the assign-
ment of a drug user to a’ program is to determine whether
his case is sufficiently serious to warrant more costly
and intensive Residential Commurity.

E. Out—Paﬁient‘Frograms

We broadly classified treatment and rehabilitation
programs into residential and out-patient, Whereas
the basic assumption of residential treatment is that
the client is so fully enmeshed in drug use that con-

Our survey and the resulting discussion of models ave
concerned only with programs that are designed to help
the client become free of the need to become intoxicated.
We are not concerned with either residential or out-
patient programs that emphasize chemotherapies such as

- methadone, either as a temporary or a permanent meazure.,

Sucn programs focus on a single class of intoxicating
sublstances, i.e., the opiates; whereas our concerns are
with all classes of intoxicating substances,
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tinued existence in his natural environment would never
provide the opportunity for him to realize the signi-
ficance of living without drugs; conversely, the out-
patient program assumes that the client has enough
periods ¢f lucidity to enable him to see the potential
of what he can attain when not intoxicated, and also
that the client has resources in his natural environ-
ment that can be& mobilized to help him construct a new,
happier and healthy lifestyle without the pursuit of
intoxication.

For the young client it is especially important to
discover how the natural opportunities and influences
provided by his family, his school, and his peers can
be mobilized to help with treatment and rehabilitaticon,
For the older client, one must lock to the influences
provided by his spouse, children, occupation and work
setting, and his fears. Out-patient programs have the
opportunity to help the client build upon all that is
helpful and constructive in his life and to help the
client to master those influences which tend to drag him
down and to encourage the pursuit of intoxication.

In general, out-patient programs offer an important
benefit in that the client is treated in the natural
setting in which he will have to live. This aveoids the
difficult process of the transition between the artifi-
cial enviromment of a Residential Community and the
natural setting. ,

In the remaining sections of this chapter we will
briefly discuss model attributes of some of the princi-
pal modalities of treatment and rehabilitation, Essen-
tially, any modality can be used either in a residential
or an out-patient setting except t~ the extent that one
views residential treatment as a modality per se. There-
fore, in the following discussion of various modalities,
one can visualize their use in either out-patient or
residential settings.

F. Counseling

Counseling is the most widespread form of treatment
of drug use., There are many ways of classifying counsel-
ing. It may be classified in texms of the background
of the counselor, i.e., professional psychological and

175

psychiatric counseling is distinguished from the coun-
seling of paraprofessio;ials, also, various schools of
psycholeogy and psychiatry are to be distinguished from
one another, Counsellng can also be classified in terms
of a setting, i.e., individual counseling, group coun-
seling, and famlly counseling. Counseling can also be
distinguished in terms of its objectives, i.e., some
counseling is concerned primarily with broadening the
client's awareness of the consequences of what he is
doing to himself and of possible alternative ways he
might be living as contrasted with counseling designed
to help the client undertake a major restructuring of
his pergsonality.

The cholce among these various types of coun-
seling is in part determined by the resources which are
available to a particular client and in part by a diag-
nosis of the needs of a particular client. In an ideal
world great stress would be laid on the diagnostic pro-
cess and it would be assumed that clients could be accur-
ately classified and assigned to the particular coun-
seling approach which suited their needs and their per-
sonalities. In fact, we have little evidence to con-
vince us that our ability to assign clients clinically
is very well developed. Therefore, one cannot get too
upset by situations in which clients are assigned pri-
marily on the basis that a particular modality of
counseling is the only one offered., It would be hoped
that the counselors and the clients would engage in a
feedback process whereby it might be determined if a
particular type of counseling is unhelpful or totally
inappropriate for a client. Then, at least one could em~
pirically try the client out in different contexts until
the counselor and the client were satisfied that progress
was being made. This is not to be pessimistic and state
that we should despair of ever being able to make rea-
sonably accurate assignments of clients to different
formg of counseling, but rather to make a sober assess-
ment of where things are at now.

: Counseling involves some therapeutic interaction
relating to the psychological, interpersanal, social,
or existential data of the client. At times, coun-
seling will have an educational componant relating to
the nature of drugs and their impact,

It is difficult to evaluate the different types of
counseling which might be employed in constructing a
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model drug treatment program, Past research and the
findings of our survey co¢ncur in the conclusion that
the pergonal effectiveness cf the counselor is much
moxe important than the type of counseling he or she
uses. Aside from avoiding obvious mismatches-~verbal
psycheoanalysis with a 13 yeaxr old heroin addict from
Harlem-~the qualities of the counselor count more than
the technique, Effective counselors do not bear a
particular label, such as psychologist or psychiatrist.
We found effective counselors whe were police officers,
ex—-addict offenderxrs, "straight" probation officers, and
paraprofessionals indigenous to an ethnic neighborhood.

Effective counseling regquires adequate training
and adequate supervision, Working with drug using cli-
ents requires special training, which need not be formal
courses in psychology and psychiatry. This training must
include an adequate aspessment of the counselor's skills
and a clear perception of the goals and objectives of
the program., Good supervision is desirable and is es-
pecially important for new staff members. A pupervisor
nust embody the personal gqualities described in Section
B,, above, and must have considerable experience with
the client population being served.

Part of the role of good supervision is to deter-
mine whether a particular individual is suited to bhe
a counselor, To some extent good counselors are as much
"born® as "made." Some people will never be outstand~-
ing coungselors and are miscast in that role, All too
often, a forxrmal degree in psychology, sociology, medi-
cine, or social work will be seen as qualifying an in~
dividual as a counselor. Too often paraprofessionals
are hired on a parallel basis--merely because they have
been through the drug scene, because they are members
of a partinular ethnic group, or because of their role
in the criminal justice system, No formal criteria of
this nature are sufficient. A program is especially
fortunate if its director or the person who does the
hiring has the sensitivity to identify potentially ef-
fective counselors. With or without such sensitivity,
all programs should have an additional probationary
period and program directors must be firm in assessing
the probable effectiveness of each new staff member as
a counselor, In the long run, an individual who is mis-
cast in this role will not find personal fulfillment and
will not render much assistance to the clients that he
works with or to fellow staff members.

77




A particularly disastrous practice which was
occasionally observed is to do hiring by committee.
For example, some programs encourage the entire staff
to participate in the decision as to whether to hire
an individual or not. A perceptive program directox
with a clear sense of the qualities that are likely to
lead to effective counseling is the best kind of judge
of who should be hired, If a program director cannot
do a better job of selecting staff than a committee,
or if a program director cannot assign this task to some-
one who is competent at it, then such a program will,
at best, provide effective counseling on an occasional,
random basis,

One most important caution which must be given to
counseling programs that either employ academically
trained professional counselors or gilve extensive
training in technique to the staff is that’ young coun-
selors, having such a background, are prone in the con-
frontation of the counseling session tco overemphasize
their technical training at the expense of personal in-
volvement with the client and his needs., Techniques of
counseling of almost evexy school have important con-
tributions to make in the settings of drug programs,
1f they are used with discretion to handle a particular
problem and not as ends in themselves, Clients are
generally able to spot psychological wizardry and put
it down for what it represents. A good counselor who
overindulges in technique discredits himself with his
clients and creates an obstacle which he must proceed
to overcome. '

Counseling and treatment programs must become
credible with their clients; successful models are honest
with their clients, and, even if they have firm rules,
are fair in administering those rules.

Whatever the kackground of a counselor, counseling
can only be effective if confidentiality is guaranteed
to the client. Within the limits of saving life and
property, the counselor should be committed to protect-
ing the client's personal privacy. Files containing
the records of the counselees should be kept in locked
cabinets or supervised by some other approach to ensure
that only authorized staff have access. If a serious
breach of confidence does occur, especially one re-
sulting in a "bust," the program's reputation with the
street population may be destrgyed,
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The best counseling observed by the survey involved
counselors who genuinely cared for their clients. %hey
were understandlng, listening and responsive, and tried
to establish rapport while maintaining control of the
relatlonshlp.

The initial contacts with the counselor by the
client (with or without his family) can be very threat-
ening, especially in formal settings, although thig is
not necessarily so, This threatening quality is more
likely to be the case in some minority communities
where the clients are likely to have had predominantly
unpleasant experiences in their contact with public
agencies. Consequently, the survey was especially im~
pressed with those counselors who did much of their
work out in the community--in the home or school environ-
ments. 1t appears to be especially valuable to have
initial interviews take place in such natural environ-
ments,

An effective counselor necessarily becomes a role
model for his or her client, If the counseleor is en-
thusiastic about his or her job and the world, and is
convinced that drug users can reorient their lives so
as to live without intoxication, he or she is likely
to generate optimism, This is especially important if
the client's family and home life are defective, i.e.,
there may be an opportunity for identification with a
parent figure or with a "big brother or sister"--such
identification is especially c¢ritical for deprived
youth who see few older youth actually making it in the
world,

A fundamental rule of connseling, one which has
been proved again and again by research, is that people
readily develop habits and learn to enjoy experiences
which they repeatedly have. The counseloxr has a great
responsibility to be discriminating in the kinds of ex-
periences and kinds of atmosphere which are created in
the counseling session. This responsibility is much
more critical in family and group ccunseling settings
in which opportunities arise for a wide spectrum of
interpersonal relationships which do not directly in-
volve the counselor. The spectrum of interactions is
usually more compressed in the ona-to-one counseling
setting. In any type of counseling, strong negative
emotions, such as fear and hate and aggr6331on, are
naturally going to surface. A counseling session must
provide the security which will pexmit the client to
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bring such emotions out when he has a strong need.

When such negative emotions are produced, it is the
counselor's responsibility to take the initiative and
help the client to deal with these emotions. It is
important that the client does not believe that he is
required to continually produce such negative emotions,
to savor them and to indulge in them, as is the case in
some highly destructive approaches to counseling.

Counseling strategies which encourage the client
to regularly produce screaming, verbal aggression, and
even physical aggression strengthen these negative res-
ponses in the individual, making it more likely that he
will produce them in his natural social environment
to his detriment and to the detriment of othexs. Coun-
seling must be oriented to helping an individual to live
with himself and others in a happier and more construc-
tive way. Counseling, ‘therefore, must help the client
to discximinate among his emotions and his behaviors
those which will help bhim achieve his objectives and
those which will become cobstaclss to his happiness.
This does not mean that individuals must be taught to
repress their negative feelings., There is a middle
course in which the individual examines and becomes
avare of his negative feelings but does not feel com-
“elled to act them out,

The most serious problem faced by counseling pro-
grams relates to role modeling and involves counselors
who use intoxicating drugs. Although heroin addicts
normally do not last long as counselors, though the
survey did discover addict counselors functioning
in some of the programs contacted, programs arg more
likely to tolerate counseloxrs who use a variety of soft
drugs, especially those who become,high on cannabis ox
alcohol, Our findings suggest that the counselor's
skills and motivation are diminished by drug use; and
more importantly, the counselor's attitudes come across
to the client who feels justified in continuing his own
pursuit of intoxication. 8o, the counselor who comes
to work stoned contributes an atmosphere to the program
facility which tends to drag everyone down and make
them feel ill at ease for no apparent reason.

Since the counselor is invariably a role model,

" the drug using counselor makes it difficult for the

client to understand that his drug use is a problem,
Can the client who has seriously.disrupted his life

RE:1)



through frequent intoxication discern how much drug use
is "yreasonable" or "functional?" It is, therefore,
strongly recommended that programs insist on staff who
abstain from illicit drugs and from gross ox chronic
intoxication with alcohol. It is only in such programs
that clients can learn to live without intoxication.

G. Vocational and Educational Assistance

Whereas it is difficult to classify clients and
determine a particular type of counseling that they
require, it is relatively more straightforward to as-
sess the client's vocational and educational resources
and deficiencies. Clients who entered on a career of
intensive drug use at the elementary school or junior
high school level are especially likely to have serious
deficiencies, When a client has reasonably mastered
his drug problem and is no longer involved in becoming
intexicated, a program should be prepared to help him
gain skills and resources so that he can realize his
objectives in life,

Unfortunately, many clients who become involved
with intoxicants have not learned to respect their own
values or to realize them, An important step in the
educational development of the client is provided by
training the client to deal with his values by such tech-
niques as "values clarification." This newly .defined
strategy of education helps the client to discover his
own preferences and values, helps him to respect these
personal values, and provides him with resources where-
by he can more frequently realize these values in his
life, Strengthening the client's ability to achieve
his personal objectives is frequently an important first
step before helping him to acquire new vocational and
recreational skills. It is only a client who knows his
own objectives and has confidence in them who can en-
thusiastically undertake new education and training,

Ideally, rehabilitation programs for drug users
should offer a wide spectrum of vocational and educa-
tional assistance and opporifunities, To the extent
that the client does have a sense of his objectives,
and with the aid of vocational and educaticnal coun~
selors, the client can be helped to construct his own
personal rehabilitation program which will previde

i

the resources which he values and will train him for
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a vocational career which he finds meaningful.

In addition to training and education, programs
should provide job development assistance. The client
not only needs help in finding jobs, but frequently he
needs help in learning how to acguirxe a job and to hold
it. 1In extreme cases, where the client has been "out
of it" for an extended period of time, especially the
heroin addict; a program may need to provide a special-
ized work enviropment to help the client adjust to the
world of work in a more supportive atwosphere than would
be provided by regular employment. We have eanuntered
two alternative models for specialized work environments,
both of which seem to effectively address this ngedi
(1) the residential treatment work setting in which the
client is employed in business enterprises operated by
the Residential Community, and in which he works along
side other members of the community; (2) spacializeg
employment seéttings in which a client works along side
of peers who all come from a similar drug use background
and who are collectively trying to live in the natural

enviromnment free of drugs and to regain their competence

in the world of work., Both of these alternatives'avoid
the situation in which the client is regularly stig-
matized by his employer and fellow employees for his
previous commitment to drug use.

In general, it is especially important that the drug
user be able to "make it" in the world to a realistic
degree, Most communities provide a wide range of voca-

* tional and educational facilities, Clients who are not

coming from the most serious patterns of drug use can
frequently acquire the needed skills and resgu;ces.from
these channels, For such clients, the rehabilitation
program serves primarily to help the client to undex-
stand his need and to locate those resources in the
community which would best fulfill that need,

However, for the client who has been deeply en-
meshed in a life centered around intoxication,'speClal
provisions may have to be made to help such clients
acquire vocational and aeducational resources 1n special
settings which avoid serious stigmatlzatlon|an§ also
which confoxrm o the client’s needs to remain in an
enforced drug-free environment.
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constructive alternatives in the handling of drug users,
A program may be forced to take a stand on such issues
and might appropriately lobby for relevant change, In
one of the researched cities, the juvenile judge radi-
cally re-orxiented the county juvenile detention center
from a custodial institution to a place for treatment.
This angered some conservative elements of the community.
A treatment program which received clients from the juve-
nile court made a public stand supporting the judge's
efforts. Again, much care must be taken in lobbying for
reform, but occasionally, a successful program ig in a
pivotal position to assist the process.

Whether or not a model program hecomes active in
politics, community organization or criminal justice
reform, it must be sensitive to its socio-political
context. A good example was provided by a specialized
probation office tuned to the needs of its:service area
~-a highly impacted island of blacks in an otherwise
white suburban area. Although the program is part of
the county juvenile probation office, it is staffed
largely by blacks and is exquisitely responsive to the
social and political context of the community. Counsel-
ing techniques are adapted to the real social and econo-
mic difficulties facing black youngsters in their up-
hill fight to break out of the vicious cycle created by
racial discrimination, poverty and hopelessness. The
program administration has put a great deal of effort
into good relations with other community agencies., It
has gained remarkable trust from unofficial community
leaders even though it is an arm of the usually dis-
trusted criminal justice system,

Modal programs need all the political and social
“savvy" they can get, Drugs and crime are hot poli-
tical issues; the criminal justice system is laden with
political overtones., bMuch of the funding for drug and
crime programs comes from government responding to
publi¢ opinion. Often, by irunovating new programs,
jurisdictions get confused,"turf" is fought over and
projects get extremely controversial,
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CHAPTER VI

A GENERAL MODEL

A. The Nature of the General Model

This chapter presents a general model for the

treatment and rehabilitation of drug usexs who come

to the attention of the criminal justice system. As
such, it represents the final distillation of the ob-
servations and analysss which have been developed from
the results of our s' vey. The purpose of this general
model is to suggest new directions which programming
might take in order to increase the effectiveness of
the help rendered to drug users, especially those who
come to the attention of the criminal justice system.

This general model represents an abstraction from
the specific models presented in Chapters IV and V,
which in turn represent an abstraction from the infor-
mation gathered during the course of our survey of
diversion, treatment, and rehabiliattion programs.

The general model consists of two parts--a general
model of diversion and a general model of treatment
and rehabilitation--discussed respectively in Sections
B and C of this chapter. These two parts are designed
to fit well together and justify thelr description as
a unified general model. Any significant change in
either of the two major components of the general model
would impact the other major component.

This model is definitely not a description of a
single existing program, although every feature can be
found to some degree in on-going programs. Therefore,
there is no guarantee that this generai model will be
effective., The authors are convinced from what they
have observed that these recommendations are definitely

on the right track, and would urge any community seeking
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to try new strategies and to become significantly more
effective in dealing with drug use, to test out all ox
a portion of the general model.

As with the discussion of spedific models, it is
felt that in many respects the needs of adults and juv-
eniles axre the same, therefore, the model is intended

to apply to drug users of all ages, except whexe specific
exceptions are noted.

We have also observed some special needs and
some special opportunities associated with particular
communities. In most instances these needs and oppox-
tunities do not touch on central features of the general
model and, therefore, community variations will normally
not be discussed. However, it should be stressed that
the general model ag well as the specific models dis-
cussed in the previous two chapters can at best only be
adapted to the unique characteristics of a community.
In a strict sense, no program model can be replicated.

The essence of any program and the essence of the
general model is its objectives. The objectives of this
~general model are:

(1) To provide maximally effective rehabilitation
and treatment opportunities, suitable for the largest
posaible proportion of drug users who come to the atten-
tion of the criminal justice system.

(2) To provide these opportunities in a manner that
has the respect and understanding of the criminal justice
system, so that police, judges, prosecutors, and proba-
tion officers will do all they can to ensure that sub-
jects who can possibly take advantage of these opportu-
nities are given a chance to do so.

In addition to the overall objectives of the general
model, thore are objectives associated with each of the
two major components, With regard to the diversion com-~
ponent, the objectives are:

(3) That subjects who are diverted from the crim-
inal justice system to outstanding treatment and rehab-
ilitation programs should have minimum contact with
that system, consistent with the need for supervision
of the subject by the criminal justice system. By super-~
vision we mean that the subject is required to fulfill
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his part of his diversion program, oxr he must face con-
sequences of further criminal justice proceedings.,

(4). . Thig model is designed to minimize the costs
of handling drug users by the criminal justice system,
consistent with the need to maintain supervision.

(5) That, in the course of assigning su@jects to
treatment and rehabilitation programs, the primary o
responsibility should not be placed upon crlmlnal_jugtlce
officials but rather should be placed upon a specialilzed
intake and assignment agency, which would be akle to as-
sign clients to all the relevant programs in the community.

Finally, the objectives associated with the treat-
ment and rehabilitation component are:

(6) To provide treatment and rehabilitation oppor-
tunities which are designed to encourage individuals
to live without drugs, especially without periodically
resorting to intoxication. '

(7) In the course of treatment and rehabilitation,
the program is dedicated to helping to restore the phy-
siological, psychological, and social hea;th of’the cli-
ent, and to help the client construct a rich and‘reward—
ing lifestyle based around healthy and constructive pur-
suits.

B, Summary Outline of the General Model

In order to clarify the following desgxiptiop of the
general model, and in oxdexr to draw attention to its

essential featuras, the following summary outline is

presented as an introduction:

1. First Stage Diversion of Juvegiles'(no‘second
OF Fhird stage diversion for juveniles)

a. Initial contact with the police.

b. Referral to a police juvenile officer or
referral to juvenile probatiom.

c. If referral to a police juvenile officer,
an interview with subject and his parents or guardians
is conducted, leading to diversion or to referral to
juvenile probation.
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d. 1If diversion, referral to the intake and
assignment agency.

2. Diversion of Adults

a. First Stage Diversion
(1) Initial contact with the police,

{2). Arrest or referral to a police officer
specialist, .

(3) If referral tc a police officer.special~
ist, an interview with subject is conducted, leading to
diversion or to resumption of normal arrest procedures,
_Eﬁ’ ‘
b, Second Stage Diversion ' .
(1) case is brought to the attention of the
assistant prosecuting attorney who decides whether to pro-
ceed with the charges or to divert.

(2) If diversion, the §ubject ig a§51gned
to a supervising officer (police offlcer‘speCLallst,
probation officer, or assistant prosequtlng attorney)
and is referred to the intake and assignment agency.

c. Third Stage Diversion

(1) Pre~ or post~plea and pre- OE'POSt_
addudication, the judge decides whether to continue
prgceedings in the normal manner or whether to consider
diversion,

(2) If diversion is considered, a_“pre-diver—
sion" probation investigation is carried out (like a
"pre-sentence" investigation).

(3) On the basis of the fin@ingg of the
investigation, the judge decides whether to divert or to
continue with normal processing.

(4) 1If diversion, the subject is assigned L

to the supervision of a probation officer and referred
to the intake and assignment agency.

3, Completion of the Term of Diversion

For all subjects who successfully complete their
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diversion program during the specified period of time,
the supervising officer (police or prokation) ensures
that to theé maximum extent possible all criminal justice
records pertaining to the case are expunged.

4.  Violations of the Diversion

Wheneveyr violations of the terms of the diversion

" agreement occur, the supervising officer is notified by

the treatment program to which the subject has been as-
signed, The supervising officer reviews the violation
with the subject and responds with the appropriate action,
ranging from a reprimand to the termination of diversion.
The latter may require the concurrence of a prosecuting
attorney or a judge. '

5. ' Treatment and Rehabilitation of the Subject
" Placed 1n Diversion i

, a. The client is received by the intake and
assignment agency and evaluated with regard to:

(1) Frequency of intoxication?

(2) How serious has the impact of drug use
been on the client?

(3) What are the client's personal, educa-
tional, and vocational resources?

(4) What support exists in the client's
normal environment?

(5) Are there special problems of mental
health or habitual criminality which must be dealt with,
in addition to drug abuse?

b. If the client is deeply involved with drug
abuse and has few positive features in his current environ-
ment, he is assigned to a Kkesidential Community.

¢c. If the client is not deeply involved with
drug abuse or if he has exceptional supportive resources
in his current environment, he is assigned to an out~-
patient, in-community program.

d. If the eclient is seriously deficient in

educational, vocational or recreational skills, he is
provided with opportunities to remedy these deficiencies.
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C. The Diversion‘Component of the General Mode

The model diversion component is designed to realize
objectives three, four, ang five as descriped at the
end of Section A abave, In the course of operating the
diversion program, the principals involved must he full
familiar with the objectives of the program ang with all
the objectives of the diversion-treatmentwrehabilitation
System within which the diversion component functions,
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beoin ta retrieve. The second dlverglgn po Edi&ates
rotoug agother 30 percent of the rema;nlngdc:g rdates
remoygla for diversion and could bg llkenet‘ 0 a Eine
Filte er removing the medium sized pax lcnt ceThe
fl;terdgagrsion point might remove five Percihe of tn
thl¥q ilv candidates fox diversion, legvmngf tre oor
five pere t undiverted at the conclusion o ne pro-.
flv: pﬁiﬁzna filter paper which removes most o
;iiticlas remaining in solution,

4 juve—~
The first diversion poigﬁ fgil?gzhwigiétﬁeagicgéraged
the police. e : neoy
nilgg zztlidgﬁt‘andpjuvanile drug usgrgtlizgiestghe D cond
s t%gi ating in treatment and rehabllltge n. he seo
mta 2 o? divergion for adults would be ofgicer. o
Zgggfor juveniles would be thg Eioggsizg e i les
i3 diversion for bo i nile
tbtig Egaggéogudge. Diversion at each of these t
:2ages would function as follows:

1. First'Stagg Divexrsion

' X i i sion
First staga diversion is the best kind of diver
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and it would be hoped that in.a well-functioning system,
the majority of diversion would take place at this point.,
The strategy would function essentially the same whether
for adults or. for juveniles. The initial contact with

the subject would normally occur with a patrol officer

or with a special unit officer such as 'a narcotics offi-
cer, Thig officer would normally- arrest the subject for
a-violation which may or may not involve drug use. If

t@e officer feels that the candidate is or may be involved
with drugs, he would be encouraged by his department to
send him on for consideration as a possible divertee,
' The model for diversion could function not only for

drug users but also-for other types of potential ar-
restees and each police department would have to set

its own standards for judging whether an adult or juve-
nile was potentially divertable.

At the point of first contact, if the .officer sus-
pects or knows of drug involvement, he should begin the
formal pre-arrest diversion' process. The department
shogld discourage the informal immediate diversion of
subjects, with or without supervision, if drug abuse is
known to be a factor. We believe that informal pre-
arrest diversion by officers may be.a very appropriate
and effective tool, except where drug abuse is concerned,
When drug abuse is involved, there is no question but
ﬁha; the client needs and can be given significant help.
It is assumed by the. second component of our general
model that the community can provide effective help.
Therefg;e, it is important that police officers use their
potenplal for contact with drug users as an opportunity
for‘dlrgcting them into effective treatment and rehabili-
'tat%on programs. When the officer has decided that a
subject should be considered for pre-arrest diversion,
he sets up an appointment for him to meet with a police
officer specialist who makes the final determination
25 to whether a subject should be diverted. In the case
of,gqvenlles, this specialist is a juvenile officer, where-
28 1in the case of adults, a new category of officer would
hav&;to ba established, similar to a family crisis inter-
vention specialist,

... The subject would meet with the police officer spec-
i1alist,  accompanied by his family, if a juvenile. An
adul? could -elect to come alone or with his spouse. At
the interview, the specialist would determine whether

the ln§1VLdual had even the slightest willingness to do
something about his problem, especially as an alternative
to arrest and the criminal justice processing that would

192

follow arrest. Some zubjects at that point would definitely
elect to go through with normal criminal justice processing.
Others may show so slight an interest in divexsion, that
the officer may choose to place them under arrest rather
than to proceed with divexsion. Where the officer decides
that a subject should proceed with diversion, he makes

it a point for the subject te visit the community intake
and assignment agency. In this model, for all three stages
of diversion, the actual assignment of subjects to programs
is taken out of the hands of the criminal justice system
and placed in the hands of a specialized agency, not tied
0 any particular treatment or rehabilitation program.

Such an agency could be a part of the court; however, it
should be an independent part of the court and not tied

to other functions such as probation, Normally, one would
expect that this agency would be located in a ‘special of-
fice concerned with drug diversion and drug abuse or in

a city or county department of social welfare.

- At the intake and screening session, Jjuveniles would
be expected to be accompanied by theiy parents. During
the course of this dinterview, a program would be laid out
for the subject,. At this point, he may accept or reject
the program. If no compromise can be reached, and the
client totally rejects any opportunities which the intake
colinselor considers reasconable, the .subject may c¢hoose

. to go back to the police officer specialist and select

arrest as opposed to diversion. Otherwise, the subject
accepts one of the program options offered to him and
works out a time table for his entry into treatment and
rehabilitation,

At the time of the interview with the police officer
specialist, the specialist would contract with the sub-~
jeet for a certain period of time during which the sub-

* ject is obliged to participate in one of the programs
. offered to him, This period of time would normally last

a minimum of six months and might last as long as a yeaxr
for pre~arrest diversion. The specialist officer will
send the report of the interview with the subiject to

the intake and screening agency so that it arrives prior
tn the subject's interview, The intake and screening
agency will notify the specialist officer of the place-
ment of the subject and will periodically notify the
officer concerning the subject's progress in the place-
ment. It is the intake and screening agency which has
responsibility to keep the specialist officer informed.
If the subject violates further drug laws or is found.
absconding from the program or failing to show up, the
specialist officer would be notified, and the subject

193



POy

would also be aware of this notification. The specialist
officer would have in his supervisory role, the discretion
to call the subject back for a discussion of why his par-
ticipation recoxd is poer, and in extreme cases, the
supervising officer could reactivate the initial arrest.

We feel, as a result of recent studies of the deter-
rent factor, that it is important that supervigsing spec-
ialist officers employ the potential for rearrest Judi-
ciously in all serious cases of violation, s0 as to make
clear to subjects that they are serious about their in-
sistence in participation in the treatment and rehabili-
tation program.

The drug user, by the very nature of the problem of
drug use, is bound to be somewhat deficient in his normal
will power and, especially in the early stages of treat-
ment, needs & crutch upon which he can lean to bolster

~his commitment to participate. Strong, fair supervision

on the part of the specialist officer provides a reason-
able form of crutch, This kind of superv sion would re-
present a drain on the police department‘s resources,

but such a drain would be most productive in a community
that valued the rescuing of adult and juvenile drug users
and that provided good treatment and rehabilitation pro-~
grams for carrying out such rescue work,

2. Second Stage Diversion

In the case of the adult, this diversion takes place
after arrest, but before the district attorney decides
to prosecute the charge. In most jurisdictions some
kind of judicial hearing would normally be part of such
a diversion activity. In the case of the juvenile, such
diversion would be carried on by a juvenile probation
officer prior to the filing of the normal petition. In
the case of the juvenile, diversion would be equivalent
to informal, supervised probation.

The prosecutor who decides to divert an adult dxrug

. user would seek out some agent in the criminal justice

system to supervise the subject verxry much as the spec-
ialist police officer supervises his subject in first-
stage diversion. In fact, where such a specialist offi-
cer exists, he would be an.ideal choice as the super-
vising agent. Where such a specialist officer does not
exist, an alternative 'choice would be an adult probation
officer. The third, however, least desirable alternative
would be to-have an assistant prosecutor be  the supervising
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officer. This role ia so in contrast with the character
of prosecutorial woxk, that we have serlguS'doub; gs_to
whether prosecutors could provide effective supervision.

In the case of juveniles, the juvenile probation
officer would provide supervision in the normal manner.

The diversion at the second stage would function

-essentially as it would in the first stage with the

actual placement being taken care of by]thg sam¢ intake
and assignment agency as employed in the first stage of
diversion.

An' important feature of second stage diversion is

- that the subject would be assured that the record of

his arrest and subsequent disposition would not be made

public and would be expunged to the degree practicable,

Since first stage diversion does not even involve an .
arrest, it is assumed that there is no record to destroy
or expunge or keep within the agency. as there would be
in second and third stage diversion.

The adult divertee presents a special problem
since he is likely to be held in jail at the time that
the prosecutor considers his case for diversion, If
the prosecutor decides to .go forwa;d with the diver-
sion process, then the potential divertee should be
released on his recognizance at the earliest possmble
point. -

As with first stage diversion, second stage diver-
sion as well as third stage diversion all require a strong,
credible and just form of supervision, :

3. Third Stage Diversion

Third stage diversion arises when an ind%vi@ua} is
brought before a judge to be tried.. In some jurisdictions,
the law has been modified to permit th;s form of diver-
sion, whereas in cthers such modification is needed be-
fore third stage diversion can be employed. On the other
hand, the discretion to offer €irst or second stage_d%vgr—
sion is generally present within the normal respon51bll;~
ties of police officers, prosecutors, and juvenile pro-
bation officers. :

: Third stage diversion can take p%ace before or
after the subject has offered up a guilty plea. In the
instance where the.-subject requests a trial, such d%ve?—
sion could also be considered after his case was adjudi-
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cated and he was found guilty. In all instances,
third stage divexsion occuxs prior to sentence. The
judge has access to probation officexs, and it is re-
commended that a probation report, not unlike a pre-
sentence report, provide the basis for bhis decision
to divert, rather than sentence the subject. If pos-
sible, expungement of the charge 'and the disposition
could be offered as an incéntive to the divertee, and
at a minimum, diversion should appear significantly
more attractive than being sentenced. Since diversion
would have the character of being placed on probation,
it must be distinguishable from probation, t¢ repre-
sent an alternative. Expungement offers the most
meaningful distinction, but a less severe sentence

would also offer an attractive inducement for the sub-
ject to accept diversion.

“As described earlier, fair but strict supervision
is essential fox successful diwersion of drug offenders,
and in the case of third stage diversion, an adult or
juvenile probation officer would be the proper indivi-
dual to enlist as the supervising officer.

In all other respects, the actual assignment to
the programs and the reporting on performances in the
programs, etc., would be provided by the intake and
screening agency. Since the iuwtake and screening agency
would accept full responsibility for monitoring the
performance of the subject; the probation officer would
not personally supervise the subject, except at a dis-
tance, based on the reports of the supervising agency,

unless serious problens required the probation officer
to step in. o

4. The Intake and Assignment Agency

The agency which assigned subjects to diversion
programs and monitored their performance is the heart
of this diversion model. All dxug offenders diverted
undexr this model would receive their program assign-
ment through this agency. This agency would be res-
pongible for the monitoring of the quality and effec~
tiveness of potential treatment and rehabilitation
programs, and would also be responsible for monitoring
all subjects which they diverted. In this way, they
become a focal point for the interaction of the crim-
inal justice system with the rehabilitation and treat-
ment community. They simplify the problems of the
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criminal justice system in that the sup ‘
criminal gustice official only has to go to one& source

to find out about the pexformance of a particular sub-~

i can hold that single source resgonsible.
g?ﬁ?liiiy,hagenciea wishing to receive divertees for
treatment and rehabilitation §l§o.onl¥'have ta Qeal
with a single sourgs for obtaining clients. This
simplifies the divexrsion process for the client since
he is saved from being prey to a numbexr of agencles

competing for him as & statistic to bolster thelr
population of clients.

Although the intake and §s§ignment agency admin-
jstratively simplifies the liaison between thi’ith:
inal justice system and the trea?ment.and_rgha ilita
tion community, this administrative simplification
carries with it & single serious dangex, namely, the
existence of this agency can further isolate the
criminal justice and the treatment communlt%es £rom
each other, given that they are likely alraa@y to
be quite isolated at the start 9f.sgch a progxa?. L
Therefore, an important responslbllmty.ofk?hls gca
agengy is to encourage frequent commgnlcaulog an L
interaction between the two communitles . Crimina ‘e
justice personnel should’ be epcouraggd,to part1¢1§$ .
and possibly even be temporarmly gssxgned to treat en
and rehabilitation programs. similaxly, treatmen g
and rehabilitation staff members.shculd be encouragé
to spend time with criminal justlce persopnel ;s they
do their jobs. 1In the trainlng programs both gr _
criminal justice officials and for treatment and re "
nabilitation officials, agents_from the other community
should be enceuraged to participate. For example,
the staff of a residential community could pz:«:m:v.de‘t
trained demonstrations for a half-day to Fhe recrgl s
in a police academy course, Or police officers gn
Sssistant aistrict attorneys could direct half-agy
training sessions for new ccunselors in a drug abuse
counseling programs.

Communication and mutual understanding are at the
heart of successful diversion, and the intake andt.
assignment agency must ?ake an active role in cultli-
vating greater interaction.
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D, " The Treatment and Rehabilitation Component of the
" 'General Model ‘ '

At the conclusion of the previous section, we saw
how the general model got a potential divertee diverted
from the criminal justice system to the treatment and
rehabilitation community. The contact point was the
intake and assignment agency . However, we did not look

rat the intake and assignment process, which the model
regards as the first step in the treatment and rehabili-
tation process. Since this agency is rightly seen as
the contact point between criminal justice and treat-
mept, it 18 reasonable that we should treat this agency
as an element in both the diversion and the treatment
components of the general model. ‘

Tpe'inFake and assignment function must evaluate
. .the client in a number of respects, of which the most
significant are the following:

(1) How frequently does the client become intoxi-
cated? Although clients respond differently to intoxi-
cation, the frequency of intoxication is a measure of
how dominant a factor it is in the client's lifestyle,

- (2) How seriously does the client appear to be
physlologlcally, psychologically, and socially handi-
cappedmgecguse of his use of intoxicating substances?

$hi§ question is different from (1), We have seen some
individuals who have used intoxicants relativelv little,

£

but who have shown a surprising degree of mental and phy-

sical deteri9ration. On the other hand, we have wit-
nessed some 1ndiyidua}s who have had an extraordinarily
large number of intoxicating experiences, but who have

shown a remarkable ability to function normally, Whereas
the concern with the frequency of intoxication was a con-
cern with lifestyle, this second concern is a concern with

the degree to which an individual has been incapacitated,

‘ {3} What are the resources of the subject, espec-
ially as compared with the resources of a normal non-
drug~using individual of a similar age and background?
Qur concern here is to determine how much the subject
hag missed out on acquiring the normal educational,
voecational, and recreational skills and knowledge that
he could_have been expected to acquire had he not be-
come seriously involved in the use of intoxicants.
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(4) 7o what extent can the natural environment pro-
vide positive support to help the subject deal with his
drug problem? The person inguiring into the subject's
resources and background, would, in the case of ‘the juve-
nile, be especially concerned with the subject's family,
particularly if the subject resides with his parents.

In looking into the background of an adult, the most
imporxtant influences would be his spouse and children.
Cther influences would include the school environment,
the work setting, and even the total community. Some
neighborhoods, particularly some neighborhoods having

a Spanish or Italian background, have such a strong
sense of community and family as to provide a remarkable
degree of support.

(5) Finally, the inquiry would look for special
features that may need to be dealt with simultaneously
with the drug problem, other than the proklem of having
adequate skills and resources., Such special features
would include mental illness, a strong commitment to a
rriminal lifestyle which was not associated with drug
use (many drug users were criminals before they became
involved in drugs), and serious destructive features
in the client's home life which tend to promote his

_drug use.

Having acquired information on these five points
and on other considerations, the assignment logic might
go as follows, assuming that the agency had access to
a full range of helpful resources. Smaller or less
progressive communities may be deficient in some key
resources, requiring the assignment agency to find ways
to compensate for these deficiencies.

If the individual is currently involved in fre-
gquently becoming intoxicated or high or stoned, oxr if
the individual has shown severe mental or physical
deterioration as a result of hig use of intoxicants,
however frequently, then the assignment agency should
seriously consider sending the individual to a Resi-
dential Community. A propexrly run Residential Community
should ensure that the client could not successfully
continue in his previous lifestyle. Since his existing
repertoire would fail him, the client would@ bs required
to lock around and find a new repertoire whiclh was more
adaptive to his new setting. In the search; hopefully,
the c¢lient would see older, successful residents, who
had made a transition from a drug-dominated lifestyle

199



to a new lifestyle based on love, self-respect, and a
degire to- deal with the world. Hopefully the client
would be ‘encouraged to experiment with the elements of

a new, healthier repertoire in the Residential Community

If {he client is seriously daficient in educational,
vocational, or recreational resources, he should be pro-
vided special counseling in these areas to help him
work out a program of rehabilitation which will help
supply missing resources which he personally values.

Such a client should probably also participate in a
value~oriented educational experience in order to streng-

then his understanding, respect for, and ability to ex~
press, his personal values.

The problem of addressing a client'’s needs in the
area of values clarification and in the.development of
new resources must be addressed at the appropriate
point in the client's program.
ing serious damage from drug use, it may require weeks
or months of treatment before he can begin to make pro-
gress in acquiring new skills and new knowledge.

If the client is suffer-

.+ The role of the client's family should be well
understood at the time of the assignment. If the family
is unusually strong, healthy, and supportive, then this
may be a serious factor in suggesting that a client
could do well on an out~patient basis, even if other
factors would normally suggest that he should be assigned
to a Residential Community. On the other hand, a highly
destructive family setting might be a consideration point-
ing towards a Residential .Community, where other consid-
erations would normally suggest out-patient treatment.

Special considerations such as mental illness and
criminality must also be dealt with in the programming.
A mentally i1l client would normally take advantage of
mental health resources in the community, whereas an
individual whose lifestyle is heavily involved in crim-
inality, should only be assigned to a treatment and reh-

abilitation program which has a capacity to deal with
this kind of client.

Chapterx V provides an overview of the major char-
acteristics of various types of treatment and rehabili-
tation programs which can be employed in the general

model; therefore, further discussion of such dimensions
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i . habilitation will not i : rate
Shapeer. e seader bs askad 0 e 5 Gunerai model.
zhzge séctions of Chdpter. V as part O :

E “Evaluatiﬁé fhé Model Program

3 ete
The discussion of a general mod?titicg?t Ziﬁpthe
ithout mention of nodel program %Vi o; e?aiuation
- rams surveyed employed some kin fectiveness; not
Progt to help them assess thelr ef ﬁcd‘rected coward
S egil' however, the evaluation wag t; program
uncommgdsyéf a funding agency "HOC t'iha:il sia%istical
the ?2 That is, it was the traditlont t helpful to
ltsi*sis of clients that is ge?eFally noe and improve-
the b ogram in initiating specific chang p program was
bt gits functioning, In one instance, : ve strategy
mgantﬁd that did utilize a more comPr¢h32i§~imPressive
obs = s docmﬂen‘:

e m could clearly 1t
andctiitw?iﬁgiiz zlients and was continuing to evolve
succe .
apd refine its services.

. on which the
one of the objectives of the sngtg QZVZgzghan
odels discussed herein was based ?asl;.a plicable tO
Mo otion methodology which was widedy BERSC 0rae "feed-
evalua lt types Of programs and which wou b odology
dlffeizgfulyio program development. Theﬂgéﬁendix o
baqﬁh'waé developed is summarized in ;ﬁeregated in
b One of this volume and will not ?he evaluation
gazgilnhere But the basic intent EfPJrSPQCtive L
ot . . ‘ or p¢
e a balance .
%roggggrityz;etgrigizgs. The following areas Were
Loo ‘ wation:
included in the evaluatlon:

. n . t of
(1) The flow of clients into, through, and ou
' the program;

ice i e
‘(?) Type and gquality of sexvices provided to th
) client;

. ram, in-
: . of clients served by the progee )
) E%ﬁiigg ;2si criminal history and history o
drug use; :
(4) Forxmer client ;pinion of the p;ogram;

.o the
.(5) criminal justice pexsonnel opinion of
program.effectiveness;
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(6) Criminal justice. recidivism statistics

P
Vs

[

(7) GEneral~communitykacceétanée of the program

(8) Administrative and fiscal analysis of the brogram

. The evaluation methodology is described in detail
in the Field Data Collection Manual for;Phase II of the

- Survey of Community-3ased Correctiows."  Persons planning

a model program should congult the manual for the speci~-

- fie suggested procedures of program evaluatlon.

There is no doubt that this general model would
represent a greater investment in the treatment of drug
abuse than is characteristic of all but a small number
of cities in the United States, The costs of drug
abuse are hlgh no matter how you calculate them., They
cost most in terms of the individual suffering of the

drug user and the loss of his participation as an effec-

tive member of society. Society pays to support depen-
dent wives and chi”dren when drug abusing breadwinners
cease to be able to support their families, Society
pays the bill for the arrests, prosecution, and incar-
ceration of the drug user, Finally, society pays for

~a good deal of property crimes assoclated with the con-

sumption of castller drugs. Perhaps the greatest cost
that we pay is in the damage the drug use does to young
children interrupting theixr healthy and normal growth
and depriving them of the development that they should
be enjoying in their early years., As a result, a model
program such:as the one described would be highly cost
effective, if it made a signhificant improvement in the
likelihood that drug users contacted by the criminal
justice system would receive effective help with their

"problems. From this perspective, it is strongly re-~

commended that any attempt to anorporate all or a por-

"tion of this model in a community's program of drug

treatment and rehabilitation be accompanied with sound

evaluation, to ascertain whether the improvement in the

“Emrich, R.L., and: Thure, K.L., Field Data Collection
Manual, written for a Survey bf COmmunlty—Based Coxrrec- .
tions, available through Chief, Preventive Programs, Sec~
tion, Drug Enforcement - Admlnlstratlon, u.s. Dapartment
of Justice, Washington, D. C. 20537 or the National
Council on Crime a@d Dellnquency Research Center, 609
Second Street,  Suite D, Davxs, Callfornla 95616
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treatment of drug users was sufficiently high to jus-
tify lncreases in cost :
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CHAPTER VII

 ADMINISTRATIVE CONSIDERATIONS

A. Planning a Program

Programs have to start with indivi |
‘have D & ividuals. Some one
g:rgonﬁ(who may be joined by another or several others)
Coimsnizyhzzetegoughtconcern over the situation in hig
a e gets the conviction to do somethi
k] p . ln
about it. But just to do something is not enough. ghe

Lot ld ripen into an objective :
-onviction shou c ; £
what it is that needs doing. J as to jus

For example: Judge Jones ig a 3 i j
J Juvenile court
‘ gﬂ;bhas geen plagued by having to deal with an enor%ﬁgge
num erho young people coming into hig court on minor
g charges. He feels that many of the youth have
giﬁlous prgblems and‘need help in discontinuing use of
belg:;esSt;fflpsniltﬁesdand criminal records, the judge
: r Wi nly harden the young offenders and -
éﬁforie dgl}nquent behavior. Yet ignoring the p?obfgm
mayogoynthiﬁg Ege ¥gungst§rs non~reporting probation
' atfect their use of drugs; it miql
?zgfiytizggiﬁgrthat Ege{ not get caught, gThe judggnt
=1 re oug O be some kind of program to
Ygzih Ze can divert these youngsters wherepthgy will
veni? lo) examine their own attitudes. Few of the'ju—
prob1:§ Egeaggdgg seis aig hardcore addicts; their basic
, maturation. Therefore, the t
Eiggram needed shoulq not be a medical médél, ngieizf
There a need for addict rehabilitation facilities.
schbilliugifizgy a grzg information component in the
um, but it has shown no effect
school drug abuse scene: in f j o s oun te
v ] act, the judge's own + -
age daughter says that iﬁ ig b i ‘ 5 i e
knows pay no attention to i “Thug, B strsorids she
kDo 2 : it. Thus, a strictly infor-
ﬁgglogg%lserv1ce 18 of no use eitheé. After hg has ;iven
P em much thought, Judge Jones concludes that
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what he really wants is something like an already exist-
ing program in Albuquerque, where juveniles arrested on

- drug charges fox the first time are diverted into a

weekly series of group counseling and discussion ses-
sions, to which their parents are also requested to come,

Having come to a decision, our judge is now ready
to contact other people who will support his idea. Which

"people he tries to enlist depends on what his idea is.

Since juvenile diversion is the focus, he will probably
first approach the head of the juvenile division st the
police department to seek his support. If he becomes
interested enough, together they can contact enough
key people in' the community so that they can form a
board to oversee the formation and progress of the de~
sired program, '

B. Seeking Criminal Justice Support and Involvement

Whatever the type, any program gets started in the
same way: An individual or a group of individuals per-~
ceive a problem area and decide to try to do something
about it., Becaugse the programs in question are intended

. to affect criminal justice procedures with drug~involved

clients, the first source of support to be sought fox
such programs is among the principals of the local crim-
inal justice system, regardless of whether the program
is to be established within or external to that system.

At the very beginnipng, the innovators of such a pro-
gram may not even know what the best relationship to the
criminal justice system might be. This could be one
of the questions which could best be mutually explored
by the concerned parties. The program will need the
support of the court having jurisdiction over the tar-

~get population, the prosecuting attormey, and the local

police.

Conceivably a program could operate well with just

the support of the local judge(s) or the prosecutor,
in order to secure clients, but the support (or lack of

- it} of the local police can have a very important effect

on program functioning even if the program is not de-
signed to involve police diversion of ¢lients, Fre-
quently, well-intentioned parties desiring to provide
treatment to drug-involved offenders and who abhor the
punitive aspects of law enforcement forget that police

Fa
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attitudes have been developed out of experiesc i

i : , riejnce w
serlous criminal offenders on the streeg, Tﬁere i:ha
need for the realism born of such experience in the
planning of a program dealing with drug-involved of-

fenders just as much as there is a need for compassion

and understanding.

C. ' Seeking Community Suppor

Similarly, the beginning stages of progra i

Tust sgek the support of the poligical cgmmgnigypizgnéﬁg
;ommun1ty~a§—large. Such support can be critical to
tuture funding of the program, location of program facil-
ities, and even tolerance for the pProgram in‘thebcommun-
1ty'at all. Publicity should be given to the proposed
prOJeEt so that the general community reaction will be
one of concgrped interest and approval of the project's
concept, .ClV}C clubs, women's clubs, and other commun-
;gg_o;ganlzatlons should be informed and their approval
£ ég;tgg. Input from mingrity groups especially should
oe Sidered in the planning activities. Representa-

ves of state and county agencies also should be asked

[a) i

' .Figally, but of no less importance, is the need
gé;g;ﬁ lngut and support for the program from among tﬁg
indivig of the target population itself. From those
o uals among the community who have been (or are)
: ug use offenders, much can be learned about what may

€@ particularly relevant to the target population.

ter all, these are the i A
; people whose lives, hopefull
will be most deeply affected by the progrém. pWhat gé

meaningful t i i
ning. g © them should be considered in program plan-

From among the interested Noki

: . ; participants of these e
sizgniﬁg dlscusglons, a board can be selected +o superilrly
reee. § formation and operation of the desired program
fie cgrpirziiogpoas F?etﬁoard of directors of a nonbro—'

i Cporal r, i € proposed program is to func-
:;ogdgigﬁgg Ehe grlménal justice system, it could benc
. card, ut in any case, there d

some kind of guiding i ' i roup stout
| ¢ pPolic roup. Th
have a clear sense of the ogjgctises it e e
and should make sure

of those objectives.

kIn'the selecting of board members, one should look
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for people who really believe in the idea of the program
and will be willing to work Hard for it. Although the
approval and support of professional people, such as
doctors and lawyers, is important, it may not be wise

to place the burden of board membership on them, as they
normally have schedules that necessitate unpredictable
absences from meetings.

In the example, the individual who got the ball
rolling for a program in his community happened to be
a judge, and therefore already had a considerable amount
of influence on his own. But one does not have to be
a person of "importance" in order to get something done.
In fact, it would be realistic to assume that most
real-life judges are more conservative than our Judge
Jones. They would not be likely to come up with a plan
for juvenile diversion on their own, and it would be up
to some interested John Q. Public to take the initiative
and persuade them that such an idea would work.

One reason why the ordinary citizen with sufficient
motivation can get something done is that there is a
growing trend toward decentralization. The old connec-
tions of the community--the mayor, the political boss,
the bank president, the state representative~-are not
looked upon with the same air as they once were, and
new types of political figures are coming to the fore
who are less dependent upon.party and government.

Decentralization of criminal justice system activi-
ties has been able to provide valuable help to minority
communities. For example, in East Palo Alto, California,
an unincorporated black ghetto in wealthy San Matec
County, some concerned citizens got together and formed
the East Palo Alto Municipal Council. The Council has
no official power, it only serves to advise the County
Board of Supervisors. But over the years it has suc-
ceeded in responding to the voice of the community and
making the County Board responsive to its suggestions,
to the degree that its recommendations are now almost
always followed. One recommendation of the Municipal
Council was the setting up of a decentralized branch
of the Juvenile Probation Department in East Palo Alto.
This was done, and in response to community demand,
Watoto Project, as it was named, is now highly autono-
mous, staffed by people who can deal comfortably with
the community, and is responsible for its activities
equally to the Municipal Council and the Probation De-
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partment, the important discretionary decisions being
made at Watoto rather than in the central office of
Probation.

. The Watoto example highlights several points: that
oxdinary citizens can get results in filling needs; that
an effective program must be responsive to the community
and that the type of program developed will be influenced
by the nature o$ the community; further, that with the
right motivgtioh and the right kind of pressure from
concerned citizens, the existing system (e.g., the pPro-

bation department) can be modifijed for better serving
the community.

D. Setting Up the Program

Now let us returr for a moment to Judge Jones. He
has a clear sense of the objectives he wants to accom-
plish: Juvenile diversion. But he wants to make sure
that the program to which the kids are diverted will be
a good one. He does not want a place which will just
be a hangout for freaks, where drugs are béing pushed
and the straight neighbors outraged by loud rock music,
as hg saw at "Happy House," a drug program for youth in
a gelghboring town. On the other hand, the judge's own
children and one of their teachexs have warned him that
this new program of his had better ke something that
young people can relate to. If it is too much of a for-

mal thing that is part-of the system and the establishment,

it is going to flop.

. So the judge and his board, who themselves may not
have much experience with drug programs but know what
they want, are locking for someone they can trust to

set up one for them. Really, the key issue is discrim-
ination. The board has got to discriminate between
what is sougd and shaky, honest and dishonest, appro-~
p;iate and inappropriate, and compatible or incompatible
with their own values. It is hoped that the people on
t@e board will be capable of such discernments. In get-
ting the program set up, they could move in one major
step or two. They could simply hire a director and have
him build the program from scratch, or they could first
engage a professional group to come in from the outside
to design the program and train the staff.

If a group is to be brought in to set up the pro-

208

R

gram, they should be people that the board can trust to
be true to their own objectives for what the program is
supposed to do. Their design should not be wholly
theatrical but rather based on experience with other
programs which have been successful in meeting objec-
tives similar to those of the one being set up. It may
ke that a representative administrator from one of these
programs should be called in for advice. In the Albu-
querque First Offender Program, for example, there is

a coordinator who would be most happy to assist communi-
ties like that of Judge Jones in setting up programs
gimilar to his own.

In using other programs as a model, however, care
should be taken toc look at the unique needs and resources
of cne's own community, and to make sure that they are
taken into account in planning; no model can be a pana-
cea, nor can one program be replicated exactly in another
community. The nature of the setting is important in
the setting up of an administration. Will the new pro-
gram work best 'as a private agency or as a part of the
local or county government? Should it function within
the criminal justice system or outside of it? In San
Diego, for example, the Youth Service Bureaus operate
to advantage from a base within the system: thay are
administered by the Probaticn Department and staff are
donated by the Police Department, Welfare, and the Sher-
iff's Department, although the juvenile clients are
handled informally as if the ¥SB's were outside the sys-
tem. The administration works so well in San Diego because
the relationship among criminal justice agencies is
friendly and cooperative. But in another community such
a good relationship might not exist, and so it might be
better to provide ¥SB-like services from an operating
base outside the system. In New York, the Court Refer-
ral Project is doing a fine job of diverting addicts .
out of the criminal justice system but the program's
director says that he is handicapped by red tape and that
he would advise someone wishing to set up a similar pro-
ject elsewhere to keep it outside the city government.

E. Hiring the Administrator

The task of hiring the administrator may come be-
fore or after the framework of the program has been set
up. In some cé&ses administrators have been hired who
scrapped the framework set up for them and started in
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tions should be directed towards assessing the appli-
cant's administrative potential, based on his experience:
Has he ever started a program of his own, or has he im-
plemented an existing program? = How does he handle his
staff? What experience has he had with program hudgets?
Another line of discussion should be what kind of admin-
istrative steps the candidate would take, if selected:
What would he do first as director? What kind of staff

"would he have and how would he train them? What are

his views on professional people in a program as com-

pared with paraprofessionals and/or volunteers? What

kind of facility would b.s want? What budget would he
require, and what is the basis for that requirement?

How would he feel about having a professional group

come in to evaluate the program and offer suggestions?
What are his views on certain specific drug programs

with which he is familiar? The prospective administrator
should also be given a chance to express his philosophy:
In his opinion, what should be the goals of the program,
with the given environment, budget, and facility? Lastly,
he should be asked for his thoughts about the use of drugs,
and why. .

This position cannot be overemphasized. No amount
of effort in studying, probing, calling, visiting, in-
terviewing and evaluating applicants for this position
can be wasted, This decision can make or break the pro-
gram. The administrator is the program; he will be its
success or failure.,

Once the position is filled, the director must be

'given a written set of instructions as to what his

duties will be, what guidelines must be adhered to as
regards staff, budget, reports. The director must then
be given every opportunity to hire his stafi, set up
his program, mold his facility, and get settled into
the community with the board's full support,

F. ' An Important Condition

The responsible agency or board of directors must
not. feel that a good administrator cannot be replaced.
It is a fact of life that directors can get stale in a
program. It is possible that a director may not work
out as expected or may cause dissension,

The board has an obligation to the community, the
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program, and the clients to supply leadexship. If this
guality is found lacking in the director, if suggestlons
go unheeded, satisfactory explanations are not given fox
fallures, or problem areas are continually overlooked,
then it is necessary to consider a change in personnel.

The board must nevexr feel it has met its obliga-
tions just by hiring a director--even an extremely
talented one. All program activity must be monitored,
and the board must be composed of individuals who can
and will constantly be aware of what is happenlng and
what degree of success the program actually enjoys.

G. Suggestions for Hiring of Staff

Since each program is unique, the requirements and
qualifications for staff will vary. In a spectrum of
programs, or perhaps even within the same program, one
might want to hire a high school student, an ex-addict
paraprofeSSlonal or a psychologist with a Ph.D. BSev-
eral requirements are basic, however, and a good admin-
istrator will look for some of the followihg character-
istics in applicants:

(1) They should be dedicated individuals with the
wish to help others. This motivation is essential, yet
cannot be taken for granted in a period when drug abuse
programs are so plentiful in some parts of the country
that they almost constitute an industry.

(2) They should feel committed to the objectives
of the program. If these objectives are not clear in
the minds of the staff and if the staff are lukewarm
about makingfthem a reality, then it is certain that the
program's objectives will not be realized. There should
be a sense of unlty about what a program is txrying to
accomplish that is ghared by the board, the administra-
tor and the staff, both professional and paraprofeSSLOnal
or volunteer.

(3) They should be empathetic and be able to under-
stand problems from the lent of view of more than one
age group. It is often & good idea to select young
staff, under 30, as young clients will receive a less
parental first impression from them. Moreover, youngex
workers often ave more willing to devote extra time and
effort tb a program as they are less settled into the
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demands of a home life. Nevertheless, the staff should
be able to communicate well with parents and older
people on the hoard and in the community.

(4) They should be drug-~free. - This means that they
also do not indulge in marijuana or heavy drinking.
Aside from the effects these drugs may have on the in-~
dividual, a pot smocker or heavy drinker finds himgelf
compromlsed when dealing with questions of drug abuse,
since he does not pr0v1de a reliable model. Moreover,
he may alienate various sections of the community and
jeopardize the program's reputation by his own poor ex-
ample.

(5) They should be examples of what the individual
community may call "sound moral character." The program,
as reflected in the staff, is on display not only to the
clients, but to the whole community. Since its objec~-
tive cannot be accomplished without the help of the
community, it is essential +to ensure a harmonious re-
lationship with it.

~ In general, the qualificaticns for the staff, as for
the director and the board, will be determined by the
program's objectives, which in turn may be heavily. in-
fluenced by the nature of the community. Where a pro-
gram needs to have liaison with a particular situation,
such as the police or a hospital,; staff who can form a
bridge between the institution and the program will be
needed and their qualifications determined accordingly.
In some cases, a program may have to to take an ag-
gressive political role in order to create attention.
For instance, when it serves a minority group in a
conservative city which needs to obtain services, the
program may have to go through an “activist" phase in
order to achieve enough recognition to be able to
operate.

In any case, staff should be carefully screened,
particularly as to being drug~free, and the director
shculd make sure that what they do is in line with his
own perception of the program objectives.
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CHAPTER VIII

CoSsTS

A, Costing Programs

Program costs are intelligently anticipated in ad-
vance for the coming budget period, normally 12 months.
Finances are always handled by the director and the bud~
get commlttee or treasurer/accountant.

If it is a newly formed project and a director has
not been hired, the board must not estimate what costs
might be They must secure a knowledgeable accountant

o+ who will study the budgets of similar programs and make

his findings known to the board. He may offer sugges-
tions, and should be informed of the program concept

and ite objectives plus the anticipated number of clients
and staff needed to handle them.

Major costs to be considered:

(1) Rent foxr facility (including utilities, in-
surance and phone}

(2) Administrator (salary cost plus social security,

etc.)
(3) Assistant Director
(4) staff (identified by jOb and salary)
{5) Malntenance—-travel
(6) Supp‘les, equlpmnnt~-other opmratxng expenses

’(7) Evaluatlon (must. be included if certain types
‘ - of federal funds are sougvc)
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. (8) Professional services (if applicable)
(a) Urinanalysis

(b). Detoxification and treatment

(6) Methadone maintenance

(d) Other medical services

(6) Consultants

(£) Certified Public Accountant

Some programs may have ‘other cowts that can add up,
such as: , ‘

(1) Education and training |

(2) Clinic

(3) Planning and developmehti

(4) ~Computer data gathering
P (5)

(6) Wage increase (yearly--5 to 10 percent)

Additionalyfacilities

(7) Automocbile or eguipment rental
(8) Hot line
Unless these and other costs are studled as to

their need now or future consideration, it will be dif-
ficult to form a work sheet that is remotely accurate.

- B, Costing Examples

It was discovered during the course of the survey
that regardless of the guality of services offered by
the programs, only a few had complete and well-managed
bookkeeping. Other programs kept skimpy records and/or.

- used non-professional staff to manage their accounts.

Az a result, the fiscal models outlined here are largely
based on the few programs which evidenced the best and
most useful fiscal data. The models are a composite of
the data from these programs along with whatever additional
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informa?ion could be gleaned from the other programs
whose flscal'management was less well documented.

The following are cost examples for two programs

in the $40,000 range, two programs in the $100,000 range,

and two programs in the $250,000 range. To break down
© costs ﬁurther would be difficult. Costs in the Midwest
may be.25 percent less than in Eastern states, A piece
-of equipment may be purchased new, used or be donated.
zaliilesfin.oge state my be 50 percent higher than in
nother for the same job d& ipti Lvi
mren Ly job description (due to living costs,

_ Therefore, as of December 1, 1973, costs shown
flrgt are low to normal and the second figure high to
maximum. {(In the salary range, it was noted that even
w1§hln statgs, the low range was considered a top salary
while 300 miles away, another FProgram similar in nature
hgd to pay the high range as a starting wage. These
,?;gures are for example only; each pProgram must ascertain
its salary structure and dollar purchasing power.)

) - $40,000
Program A Program B
Personnel $22,000 Personnel ' $3 |
= r 3,000
gqulpmgnt 860 . Equipment 1:400
perating Costs 3,860 Operating Costs 5,940
No Evaluation = = - No Evaluation - -
TOTAL $26,720 TOTAL $40,340
$100, 000
" Program ¢ ; Program D
Personnel $57,430 Personnel $86
: 99¢ .
Equl?mgnt 2,460 Equipment 4:010
AOper&tlgg Costs' 9,400 Operating Costs 13,400
Bvaluation v'G}QQg Evaluation 15,000
TOTAL $75,290 TOTAL $119,400
" $250,000
- Program E ' ' Program F
ger§onnél $123,080 . Personnel 5178,500
Oqulpmgnt 5,010 Equipment 7,390
Eperatlpg Cost§.;7,700 Operating Costs 11,200
valuation ‘8,000 Evaluation 25,000
TOTAL $153, 720 TOTAL $222,090
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C. " Individual Program Examples

/

Individual programs may vary widely in theirxr par-
ticular requirements. TFor example, a $100,000 program
in Tennessee might use part-time paraprofessionals for
the majority of their counseling to keep costs in sal-
aries quite low. Another $100,000 program in Texas
might purchase elaborate audio-visual education equip-

- ment, films, etc. in addition to strictly professional

staff. One program would use salaries as 75 percent
of their budget and another might only use 50 percent.

In any program funded for $100,000 and more, many
factors influence the cost. Only an accurate survey of
the local conditions and program objectives and number
of clients anticipated can formulate a budget.

The administration may discover by experience many
ways to get their money's worth from budgets., As a
start, here are a few that should be considered:

(1) Community participation, This will include
donating eguipment, supplies, and serxrvices. Many pro-
grams have all space donated to them, saving thousands
of dollars a year. Since the program is no doubt a
recognized non-profit organigzation, donations of money,
goods and services are deductible from income tax returns,

(2) Many programs may obtain surplus desks and
chairs from schools, organizations, etc. as donations.

(3) Police and probation officers may donate per-
sonnel to a program as part-time or full-time "in kind"
services for grants or as a community participation ef-—
fort, ,

‘ (4) Schools may supply teachers or pupils as volun-~
teers to the project or supply classroom space or audi-
toriums at no cost.

(5) County or city hospitals may supply detoxifi-
cation or free urinanalysis. There are some programs
that have use of psychologists and psychiatric services,
free on certain days to help the program.

{(6) A certified public accountant's services may
be donated, and realtors and insurance agents may be
extremely helpful on a voluntary basis.

The above considerations are good reasons for ob-
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taining a directoxr and staff that will be a part of
the communlty. Even though the hiring may take time,
three to six months as a rule, the rewards are gratlfy—
ing. .

When the ice is broken all thlngs seem to open up
and c1tlzens, the criminal Justlce system, schocls, and
other agencies take an interest in promoting the program.

The administration will -find that in hiring staff
as counselors, typists, etc., that good efficient and
gualified help can be obtained at competitive salaries.
This type ‘of program attracts individuals who are eager
to help others and feel by working in the program they
do thls.

D.  How Much Does Tt COSt?

This seems to be the first guestion asked of busi~
ness, administrators and directors. If it is an exist-
ing program, the answer may determine its impact on the
community. If it is a contemplated effort, it could

be a deciding factor as to whether or not it would be
. a feasible venture.

As a rule, funding agencies take a hard look at the
cost per client ratio in an evaluation report or budget
narrative. To the neutral accountant, this ratio could
mean a healthy, well-managed program or it may be a
sign of impending disaster.

In the model used, however, the rules are differ-
ent. It must be mentioned that in all the programs eval-
uated, or in any other program, the cost per client is
apparent. The cost of the program is divided by the
number of enrollees for a given period and the result is
the dollar cost per person. For example, if a program

has been funded for $150,000 for a fiscal year and during

‘that year 500 clients were treated, the cost per client.
amounts to $300, Had this same program treated only 330
persons, the cost would rise to $500

If the model states that the normal xange for the
average $150,000 program is between $250 and $275 per
client and nothing is given in the way of explanatlcn,
it could be assumed that any program cost of $200 is
excellent, and one whose cost is $500 is defLCLent
‘This is not true in all S1tuatlons,
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"ﬁ E. TCost Fluctuations

The follow;ng are a few of many examples that may
result in the rapid fluctuation of client costs ahove
or below the "normal" range:

(1)
(2)
(3)
4)

{5}

(6)
(7)
(8)
(3)

‘ | .(10)

{11
- (12)
(13)
(14)

(15) .

Additional professxonal services
One-to-one counseling

Use of paraprofessional staff

Project director and staff of exceptional

quality, reflecting higher salaries

Use of professionals for bookkeeping and
evaluations :

Elaborate record keeping system

Outside technical assistance

Expensivé facility and/or high overhead costs
High staff to client ratio

Specialized administrative positions not deal-
ing with clients

High cost detoxification and treatment facility
Resident facility and length of stay

Type of community involvement

Amount of criminal justice system invplvement

Length of time in prégram

F. Special Costs Related to Residential Setting

In the model residential treatment facility, most
rules are changed:

(1)
(2)

A greater number of staff is required;

A facility to house hoth male and female cli-
ents that W111 meet safety and health standaxds;
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. portation and purchasing agent, should be considered.

(3) A large kitchen and dining area and ancillary
equlpment,

(4) Adaquate storage; and

(5} Medical attentidn.

Additional specialized services such as dietician, trans-

In a diversion program, youth service bureau, drug
school, etc., cost per client ratio drops as more indivi-
duals are- accepted into the program. (For example, a
program funded for $100,000 seeing 300 persons could also
accommodate 40 without dddlthnal cost or space required,
thus dropping the cost from $333 to $250.) The same

program could easily accommodate 500 offenders with an
additional $10,000 expense., Thus, the cost per client
would be $220. As more come into the program, the cost
is lowered and the community benefit grows.

In a residential treatment program, there are dif-
ferent factors. It is difficult to decrease the resi- ;
dential client cost in a program by 1ncreas1ng the {
number of intakes, It is %rue that in a small program

-~10 to 20 residing persons--the c¢lient cost may drop
providing:

(1) The existing facility can easily accommodate
more individuals;

{(2) No new staff is added;

(3) The additional clients did not noticeably in-
crease overall food budget.

FPor example, if a residential program funded for
$100,000 had a facility capable of housing 50 persons,
but registered only 20 and had a staff of eight; it would
be simple to add 10 additional persons at virtually no
increase in cost, Many pedple think that food costs
are exorbitarn’. but when used in bulk, the per patient
per day costs for food can range from $2 to $3 for good
meals. Almost always extra food is prepared to compen-
sate in part for additional clients. Therefore, a small
Program-—-as abDve""Wlth c¢lient cost of $5,000 could
drop to $3,500.

Again, not everything increases. If,a TC unit '
can easily handle:
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(1} 100 patients but has only 60, then additional
treatment facilities are not needed;

(2) A per diem f@od<bill of §3, an additional five
to eight persons will not affect it; and

(3) 1If each staff has small groups, an added one
or two clients will not affect it,

Usually, if 10 to 20 persons come into a program

adding to its full ranks, additional costs could include:

{l) Additional facility or at the least more
furniture in cramped quarters;

{2) Two to four additional staff full-time (by at~
. tempting to increase the working hours of full-
time staff the result is loss of ‘effectiveness
in all areas; it may be done in emergencies);

{3) Increased food costs and eguipment; and

(4) Close evaluation of staff duties, programs,
reporting and statistic procedures and budget
control, :

The time to ask for additional funds is when a
major influx is anticipated, not after it has happened
and caused chaos with the budget.

The client cost whether figured per diversion, in
treatment or out-patient must first value the service
given, as the model implies. The end result--re-entry
of an individual into society and the knowledge he takes
with him--is of exceedingly more profit to a community
than a group bragging they put an offender through a
program for $100. Usually, this offender, unsatisfied
and still confused will again be in our courtrooms and

Jails.

- 221
%%5



i





