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OcTober~5, 1972
Mr. John>Gordon
Pr osident, Board of Directors
Yoke Crest Inc.,
1820 Mulberry Stroet,

Harr isburg, Pennsy lvania 17104

Dear py-, Gordon:

I am enclosing our report on Yoke Crest covering the period of our
evaluation, July 25-26, We have not included any information bsed on
convaersalions with the Executive Dircctor and his staff since 1had Time,

I know | speak for my cotleoagues in thanking you and your fclluwhdircciors,

as weil as the entire comnunity a1 Yoke Crosi for the opportunity i
experience an alternative T oprison.  VWe were profoundly movad by our
experience - so much so thatl we have begun to explore the possibility for
similar commun ity-based correctionsl communities for our State.

_We sincerely hope That the enclosed evalualion will he of constructive help

in making Yoke Crest a true alternative to prison. | wish to oemphasize

That our central concern throughout has been to examine 1he goals of Yoke

Crest vis-a-vis j+s functioning as an allernative prison.

We welcome your feedback. FPlease do not hesitate to |et us know if we

" can be of furTher'assisTance.

WiTB/very best wishes, /

_“(:Zfzéué%,4«4/£ .<ij: ?Zf?éJ"¢$::%; |

Huvert A. Hardy, Ph.0.

For the Lvaluation Team

Barbara Brocke lman
Thomas Dubois, Ph.D.

. JaneT.Owens, M. Ed.

T

EVALUATIQN O YOKIT CRFST

t

‘Contents:

. Co : Page
INTRODUCTION ...... I e s e e I |
l, METHOD AND LIMITATIONS ...:....t...{..........:. vereaas. 2
. THERAPEUTIC PROGRAM ... ooolioees oo i 4

| Av Communication.................... O .
L.l'Typical EncounTering,.' ....... et 5
2. GrouP Process Communicafidq ..... ....;.:.... 7
3. Unsf;udfured Communicafién........;........ 9
B. Devélppménf of Responsibility......ooovuuunin. .. o
'I. Writing Contracts ......... Ceeeaa . cees 10
! 2. Bro?ﬁers' Participation in Designing
the Therapeutic Program.....ovviievnnnn. ., Il
3. Reduction of Rules Regaraing Interpersonal
Re]aTionships, ..... et ceves 12
4. Standard of Eva!uaTion.....;............... 13
! G EQUCaiOn. e ul.f... ...... e 14
Do Re=ENtry..vesrn oo e e 15
1. STAFF DEVELOPMENT.......j....... e f..l........,l.... 17
V. STAFF RECRU]TMENT..a...........;l...,:...........;...;.. 18
v PROGRAM EVALUATION. ... ...... e T
VI.  WHO IS YOKE CREST Foms...... i 2]
VII.  ADMINISTRATION......... .. D2
VIIT.  MISCELLANEOUS. . ... e e ) 23
SUMMARY .+ s e 24




v
N

#
. !,'

. We fully appreciate his

~ INTRODUCT 1ON

"Don't mess us up. This is the best thing we have ever had.™

Thus, on the sccond morning of our flve day stay at Yoke Crest, did one
brother view us. That statement raiscd for us all of the issues that we were
faced with in evaluating Yoke Crest as an alternative prison. The brother who
made this confrontation to a member of our team had spent a good deal of his
life in conflict with the law, serving Time in juvenile and adult institutions
(tho last incarceration was 44 months), his life a shambles as he viewed it.
He is deétermined to succeed at Yoke Crest because, as he neatly summarized it,

"I see this as my last chance."

By comparison to his previous life style and -the conlext of his public and
personal ghetto, Yoke Crest offers hope. The kind of caring he expericnces by
both dedicated staff and fellow-brothers is something very new and very precious
to him. He was afraid, as we suspect many of the staff and brothers were, that
. somehow we, as evaluators, would do something that would threaten his new world.
fear. We sec no reason why he should have viewed us
otherwise. ‘ ‘

/- _ :
ie-think we have a good idea of where he came from, and a pretty good idea

of where he is (the.Yoke Crest concept). We'are concerned about wherc he will Go.

We were all very impressed with some of the things we expericnced at Yoke
Crest. Few relationships are as hones! as that demonstrated between brothers.

There is a sense of family, something many of the men had never before experienced.

The recognition by the men that they arc responsible for their behavior is very
real and was continuously demonstrated to us. The staff is vitally interested in
the brothers to the point of overwork and sheor exhaustion. We hated to lecave.

"The "spirit" of Yoke Crest is intoxicating.

' We‘TakQ,seriously the brother's plea that this experience be his last in
“Mprison”. It is for this reason thal our overriding thought in evaluating Yoke
Crest is the focus on WHERE HE WILL GO i.e., do we think that the Yoke Crest

philosophy and practice, as it is implemented in its program, realistically re-

habi!itates men for leading fulfilling and law abiding lives outside of Yoke

Crest?. Do we Think 1hé Yoke Crest model will work as an alterpative to present

‘day prisong.

Our staff is totally in agrecment with the notion that an alternative to
present-day prisocn must be found. We offer the following evaluation with the
hope that we are helping to bring the quoted brother's dream to a reality.
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- of the staff,

. The evaluation and cooperated with us fu.

LR L METHOD A LIMITAL O

gy

A, Method of Evaluation

The evaluation team acees ot
method in the fol lowing mannc :

~2d the « luation by the participant-observer

L. Ve spent 5 full days at Yoke Crest between July 25-29

2. Al membe i T .
member Qiéegimbers ?f The irom poie individually with every resident and staff
s C p ing o few residi in yeear ] v ) ) ]
summer camp. re-eniry who were at work and/or at +he

Fimo 3ﬁe£$rllhe {"?f few deg o The toam followed Yoke Crest's program, with the
o de;6+ j Tfrge.Y }n ObS?r, L? and talking 1o thoe rosidents, On‘+hc’+hird :

ed Time to observine "o oiaff in .uw of Their statf meot| Jo die
cussed with staff some of i ! -ervations i dato . meetings. Ve dis-

0

4. Two of us observed i inierview ai ihe prison for a proﬁpecfive Yoke

‘ Crest resident.

-~ 5. Two of us interviev

| ; o Tormer Yokes Crasl o -
To prison. - prmer e Gresd residents who had returned

6. Two of us met: wifh.mrv"ul membe ol the Board of Direcfofs.

7. Ve spe terncos: T Legryi T e
spent one afternc:. rearving o participating In a group meet ing

with the brothers without th - . ... f prese .
8. We observed a d. i rad b - . ;
request. nd part od in e -“Cfdﬂy.sossxon which was held at our

90 Ou i i i i »
r final meeting was . Foup mec inq with the residents and a few members

10. Two of us inférviewed a  wuor me it of the Board of Direcfors

™ . . .

ihe staff and residents in terms of
and many other questions that came
W spoke were genuinely interested in
I oour task, L

1

We.received excellent coopera;‘oﬁ f1'~ 
scheduling, statistical data, test .osul,:
to mind. We feel that all those wiih wh =

B.. Limitations of;jhe;EValuaTIOQ

be Recidivism d his ‘
. a‘t‘a- .} l S i : ¢ 3 i < i :
11s was of coi ¢ unavailable since the program has

" been ‘in operation for i i i
r too. brief : : i and T
rief a period I time and there have been no “graduates"

yet.  This information will be cruci i i
a > crucial ir assessing the i -
Thom bo comparon o) il < . »hussIng The program since the data
. ith that available in 140 State Depart ’ bt
ever the merits of the program l}glsi;? :'0 0:613 oo ot orroctions.
x ! a1tae o i '
CeoidiviomeniTs - ety be judged (validly or not) by - the
L ' » '
2. We spent a very bri i ‘ e 't
. We ery brief +ime ot Yoke trast. e ‘0" deci :
o oo . . Jof. - »breste Vo had to'decide whether
cvaluators observing the program in a lunger period was betier Than fouro?g gr

e

What- -



5 day period. We felt thal a team approach, wifh cack mer *

separate ideas, feelings and analyses was best since it br

evaluation very different but related skills and oxperienc
statement to note that our discussions were l;voly ‘
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tt.  THE THERAPEUTIC PROGRAM

The success or failure of Yoke Crest, as an alternative to prison, depends
ultimately on the effectiveness of ils therapeutic program in bringing about
changes in a resident's life which will result in his leading a productive,

fulfitling and law-abiding life once he returns to the community.

We have focused a great deal. on the "workings" of the program and our

‘recommendations are inferlaced with our analysis of its present functioning.

In no way do we consider these comments final - the process of growth (“renewal')
is a never-ending one. We have centered our comments on those aspects of the
program that appear to us crucial in meeting the objectives as set forth in

the Yoke Crest statement of objectives and in the staff's specific request for
our judgment on what they are attempting to do. ' '

»

The Yoke Crest Model

The Yoke Cirgst ‘lherapeutic model is very similar to that at Gaudenzia

1]

‘which in turn relies heavily on the '"parent” model dpveloped a't Synnanon.

ITs essential goals are:
i

|, 'That each individual accept responsibilify for his own behavior.

2. That each individual learn to hdndle stress w|1hou+ resort to impulsive
behavior That is often damaging to sclf and others. ‘ '

3. That the community is an in+grdependen+ one which requires a commitment
by each member to all other members.

4. That each member earns what he qets.

5. That the focus be on the here=and-now . behavior as opposed to "blaming"
the past, parents, authority figures, cfc. .
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(1. THE THERAPEUTIC PROGRAM

A,  Communication

Much of the analysis that follows hinges on The kinds of communigafion
that we obscrved at Yoke Crest. The philosophy of Yoke Crest, as it is spelled
out in the monograph provided us, must at some point be implem?n+eq in_a program
that consistently foliows from the philosophy. If that communication Is unclear,
if the messages are mixed then it will follow that the resfdenfs will be leary
of the stated philosophy. |f or the other hand the communications are spel!ed
out clearly the residents can at least see the connection between what the ideal
(philosophy) is and what they must do (controt) to tive up to it.

Our observation is that a good deal of whal is done by Thg Therapeu?ic pro-
gram is contfradictory. The kinds of communication do not specifically deal with

the actual behavioral expéctations to be achicved at Yoke Crest.

I+ is important that residents understand what is expected. We are wel! aware
that communication that is clear in not an easy task. We will attempt in this

- section to help clarify the issues regarding communication. -

All kinds of communications occur at Yoke Crest. Some are structured-e.g.,
+he encountering techniques which residents learn. Some are.unSTruc+ured C.g.,
informal rap sessions.. For purposes of clarification we delineate the various
kinds of communication as follows:

. Typical Encountering-(Structured Therapeutic Communication)
2. Group Process Communicalion (Therapy Groups) -

3. Unstructured Communication

I. Typical Encounferinq— Structured Therapeutic Communication

We are concerned here with the most frequent specified technique of communi-

. cation. These are the most frequent fypes of encounters, viz., the pullups,

‘haircuts, and learning experiences. We include lcarning experiences hero pof in
terms of its frequency- thay arc much less frequent that the pullups or halrcufs,
but in terms of the duration of That encounter, some lasting weeks (e.g., shaving

a man's head-—its effects last until the hair grows to average length and the
person no longer stands oug). [Lveryone at Yoke Crest learns the fTechniques and
employs them continuously. It is through these encounters that the goals of Yoke

Crest are clearly brought to the attention of ‘the residents i.e., The.residgnf is ’
reminded through encounters that he must be responsible for his behavxor,'hls‘work
assigaments, be considerate of others. He also learns to handle stress without

A.impulsively "acting off his feelings'.

’In the five days we spent at Yoke Crest we observed only negative typicatl

* encounters. We did not observe a single positive pullup, a single positive

haircut, a single positive learning experience. The communication then is that in
the typical encountoring sifuation the resident learns to be considerate, respon-
sible and caring and tolerating of siress solely through a negafive context.

G

We do nol question that negative cncountering produces learning. |ndeed
the men do become sensitive to others and their own responsibilities., We suspect,
however, that they learn also 1o ritualize These cncounters and the learning be-
comes minimal as tTime goes by e.q., vellinag at one another becomes routine. Posi=
tive encounters would not only Greuk the monotony (ritual) but more importantly
they would help men differeniiate beiween behaviors that produce positive feelings
and those that produce negative reactions. UBoth are present in life. Once they
leave Yoko Crest they must make the differenfiafion.

We view many of These men as pcople who are very much used to negative en-

‘counters. They have poor self-concepts. Negalive encounters serve only to rein-

force these poor fealings of seif. It would appear to us that they need o learn
to handle the stress of receiving positive encounters far more than the negative
ones which is habit to them. :

We also observed that in many typical encounters the brothers get more than
they deserve. If the philosophy is that one earns everything one gets then the
encounters should be behavior-specific. Pullups are gencraliy behavior-specific.
That is, a man is confronted for his failure to perform a specific task properly.
That is not the case with haircuts and learning experiences. When a man is booked
for a haircut for specific infractions the brothers who impose the haircut stray
far beyond the infraction. The man is "dumped on" for many other infractions.

In many cases he has already becn admonished for past deeds, therefore the only

learning he obtains from such an experience is That he will forever be haunted by

misdeeds because They will be thrown up to him again and again at negative haircut
time. We recommend, therefore, that the encounter focus on the deed that earns the

“encournter---positive and negative---not on everything that is "bad" about him.

In terms of tearning experiences the exaqggerated behavior to be carried out

“could be made more effective in the following way: Rather than the symbolic ges-

ture of atiaching some symbol for a length of time to the offender, it would be
better to attack the offense behaviorally and immediately. For example, if a
brother is undergoing a learning experience for destruction of some property, he

- should be made to reverse the behavior immediately by a counter action of replace-
* ment repair or the like. This concentrates the effort on a new way of behavior

which is far more direct and in terms of a '"learning" experience far more appropri-
ate,

Carrying out the learning experience symbolically adds ftoo many dimensions

. (degrading, humility etc.) i.e., focusing on the symbol rather than bechavior or on

the action. |If the counter-behavior is employed immediately and duly reinforced
and the result of the new behavior displayed, infternalization is far more |ikely

* to occur.
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: . ) . o those requests to deal d?recfly with the people involved in particular issues
s ) . . - . .1 encounter as A . have not been fulfilled, and since it is a stalted rule that issues of conflict
. . ledge fhe potency of the typica es o which ifs Ao . be dealt with in group, it is a direct and useless infringement upon that rule,
1y sum, then, W€ acknow { Qof Yoke -Crost. We sugges? WiYn the encounters ~ .. not to honor such requests and the result is that further tension and conflicts
means of imp tementing the 20305Th0 qoals of Yoke Crest by mZn;‘3 +§ not more }? FERI arise, rather than resolution of these conflicts through group.
'\‘ uso be Mo °‘~°?”V~E§’-‘£Zicmg posiFive eneouniees ?/;biﬁiuaspecm of learmiid bs "1 " " A Rationals for Clear Communicati
bchavior-specific, 17 tors, dropping the s offectively resu s ationale for Clear Communication
. +ijve encoun ' ' havior That more oh WL
requently than negatiy y {+h counter-behe us to focus, R T . .
;xpgriehces and Fepfac‘ng 1heﬁr§‘+he typical encounter ?Ppﬁarzaﬁz' T TR Thoughts in this section spring from the bias we have that feelings toward
in "learning’. As E+ now OSC to Yoke Crest's "humanizing g o iﬁ .: . others are conditional, that what we feel towards people is reactive to their
the negative which is contrary : N behavior. It is important for people struggling for. growth and identity to be
A o sharply aware in a strongly specific way, of how they are seen.and perceived by
‘oups) L ... others, People must learn to be aware of what behaviors lead to positive or
Sroup Proceé“ Commgﬂiﬁéii93~(+herapy group £ .7 " negatlve feelings and reactions.in others. ~
2. Group oot U : . ‘
. G arapeutic focus at Yoke Crest gni W?n . } _ . = .We fee!l that wiThIn The house the conQiTions of bohavfor feading to either
L oraction is the primary t+herap ouns Whenever +he need arises and S positive feedback or nggafnvg encounter must be more specifically and consistently
~ Group tn tatfls willingness to h9|d 9;‘38 takes a great deal of energy . %5 . spelled out. |f positive rewards are not specifically given and total overatl
appregsa+e +he.slar?y gcheduled group Time; THiS : _é - ~acceptance is substituted, then relationships tend to become forced and dishonest,
addition Yo regihis fully. ‘ . Ko EI and, consequenT{y, people afe‘nof accountable for their actions., It is important
we acknowledge +ions which could possibly m R to relate negatively or positively to identifiable behaviors, so the recipient of
lowing are some observations and sugges W .o - the feedback has real material to deal with, ’
Followin s ' A ‘
o ore OTen . - . . -
+he group experience M ‘p IO In general, there needs to be more positive feedback in the.house conditional
hi ber vl . - To desired behaviors. For some brothers this would be stressful, and their reac-
a. Leadership o ad controfling in the groups.‘d\;OZPTzTy be AQ,;J;};'.¥;on to ;g might be inappropriaTe,,?.g. the reacfiog migh* b? one of being conned.
: ; ve 8 = it wou S S vis would occur as onsequence i is 2ivi ony
The leaders are oo 3‘222;;\0ff'farge+ to The ‘eadi;;51132+, which-wiil P "posifive feeggackaoracgn;?i$°n+!" :egai¥$ggf23532ck | SSEK Z b:giﬁéilggu?gozéed
raises an ISS:e TT?priggag;oup to flounder and i;igzéer The group tends ¥o ‘iﬁkr R muchvexperiénce with realtgo;}TiCe feedback. .
more helpful To @i - volved in iTs own process : weues o them, rathe A
v ¢ more in X en dicects 1S5S , Lot . .
- callov *h”.%rQEPfZ$ Zon+rol and direcTuov\and0221inin avoidance of real or 23: rosd R An exemple of unreal positive feelings might be when a brother first comes to
e to ifs 169 e‘+h - members. This can oftrn U +hay are not evolving thelr ;3 . .- The house and is told that he is '"loved". Brothers reported feeling this as phony,
o than *Owifdh°*h§ group neatly ignores because They i . tee., "who are you kidding, you don't even know me". Yet later these same brothers
issues whic : S

+alizing ;5w felt-that their "new" henest behaviors or their gains were not appreciated enough.
process: ¢ formality in‘group by comparimenta e :
impose a kind or 70
The leaders also tmp

+ wi nt o the- , ] o '
¥ e one this must b deal l*:’ EJ b present, all of the specific confrontation procedures are negative, though
+ tation of hos itity. On the on '?égi’provenﬁs ; seemergence hrough At
he ventila®ion, .cion of hostill G .
ttuali the express
other, ritfualizing

Ui toward another, ;Q NV¢; they do rightfully occur as a consequence of specitic actions, but they must be
. ie hostile fee ings T

: asked to recite his

o ~ process 1:€-,

l Anger s _appropriate to the behavior, rather than always having the same Intensity of harsh-
1 « 4 L e .
when @ member 1= Sf his awareness ot the formuia .o, i ness.

: ely, SR
almost refax, because O hen al lowed o fiow freely Gt

.o i I W it s is. .. : ‘s - . . s .
the recxgleﬁf Ca:ua‘ized has left The feeling ‘etg gxperiencing anger as ‘;fcoze T N  Any of the specific negative confrontation procedires could be adapted to

' ‘ airerY ‘nTiéleiobbed of experie“Cing.:helzz?:gee;pression of anger “ei;lye;+?ge - Wi+ - the positive s.g., positive as well as negative haircuts, pullups, learning ex-
e 0w cpeople @re oo L ond potent and ritua tective device, making The g - perience.

PERLEER far more fhroa1eﬁ‘“9 +n the long run @ Pro ec , without confrol an R T S :

. e ; really in 3 s o be thrown - ST ; ) ) '

s - This lmPEQT anis;S |n‘o¥her words, let The gi;&i??afing process for hosf‘l;:i 1S RO - Beirg controlled always has had negative connotations and thus having control
e - process d|ghond ai with cleaning it up.(+hl§ co why not lef the group ?e m \ i s sometimes difficult for us to acknowledge or accept. Sometimes when we really

‘ ' let *ze %riZﬁ Cire of in the haircut procesb%nizrac+ion among memberS_W[\1 ?nszroup “,% - "have control we attempt in various ways to deny that we have this confrol. Ve feel

2 a]rea v AREC - | fowance for more furfher +raintng SUT T
The same a gtaff needs

- i . X Al e
ke f;ﬁil;gie positive teelings. Again, th

n to be less detensive and comf

that this probiem exists to some extent at Yoke Crest. Consistent behavioral
. control is.the underlying key fo Yoke Crest's program and any denial of this puts
=% o poth residents and staff in a less effectual light, i.e., it should not be inftimated
‘4 - that behavioral freedom exists in a situation where it does not. Giving a brother
the feeling that he has a choice in a ‘situation where in actuality he does not have
\ . stating this ’ Y _.a choice places him in a double bind and_confuses him, i.e., vhat ls expectod.

2 ¥

of skill PR
. with a greater range : vl
bring or1abie |

- skills to lear
o and style.

b. Selection

i ther
Merbers who have ‘Ssu?ihw;zzczn?e:??n95~ We hav
N7 and request groups T? deal with HHE=E -
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For oxamplo, a brothor is not always {ree 1o GXPress whatever feelfnqs he ;
has (there are specific appropriate 1imes), and This should be fu[iy §c;powlc?ge .
Sometimes there is confusion on this point, The consequence gf vhich '?_ﬂ feeling
on the part of *the brother of Ydamned if you do, and damned if you don't™.

The attempt to influence must not be dénied, "I am pleased or_displ@ased“,
o i - vant or y doi what | want", tells people where
"you are not doing what | want or you arc doing what "y > v -
they are with your standards. We are again saying in Thc above two parag{agﬁs ha
it should be openly admitted that acceptance is condlftona!,and The.oxpec1a1|ons
should always be clearly stated. It is necessary to be quite definito abpuf desired

" .and non-desired behaviors and to reinforce such accordingly.

.change, these new behaviors become internalized.

If a brother gets into a double-hind pattern dgspiTg more cla(ify, oncAway“of
breaking such deadlocks would be to give him very leOC+!Ve speclfgc tasks fq ac-
complish for a given period of fime (these tasks and their accomp!lshmeﬁT aw’ior“dJr
a way of relating to the brotherhood). These tasks should‘bg desugngd to guUra$h?e
success and as they are executed the brother should be Posnftvely r01gforced. is
should help the brother to get his head together, and give him someThlng to kgep
him in contact raiher than alienated. I1's a cooling off and grounding fTechnique.

New behaviors are at first parroted or parodied like a role in a playf but as
+he staff and brothers reinforce, consistently that which they arc aftempting to
This may seem 1o be a rather .
mechanistic approach at first view, however, it can also‘bg looked upon as communi-
cation. |f the "therapist" consistently reinforce; ‘the désired behavior, +h§n the
recipient has proof of his effectiveness, is not in. a vacuum and knows exactly
where he is because of a direct and consistent and unambiguous message.

%. Unstruclured Communication.

We observed that the level of unstructured rapping which took place af
Yoke Crest expressed much perception,.depth and concern. Tbe b(ofhefszaITiq
most frequently with or about another brofher who was experiencing difficulties.
We would like to see this free-flow rapping encouraged so that it happends

" more often and is more inclusive of the enlire comnunity i.e., younger brothers,

staff and the person who is the focus of concern. This kin? of communi§a+|on,

H H P + - R
important for all residents and staff, is especially helpful tc new residents
for whom the community is a very novel situation.

~ thereafter.
. apeutic program.

goals

FHo THE THERAPEUTIC PROGRAM

B. Devclopment of Responsibility

We fecl thot changes ncced to be made in the direction of giving the
brothers increased responsibilitios-——and thus more practice in ‘taking respon-
sibility, Internalization of solf contr:l can develop only in the context of
‘having direct experience with making decisions. Dependence s increased when
brothers are protected from having to initiate and take actions not dictated by
a firm set of rules. Again, the goal must be re-entry and unless brothers are to

. take independent actions, they will fail when the -Yoke Crest structure is absent,

ie would like to make a number of specific suggestions as to how the program

~ might change in a direction that would further the development of responsiblity.

I« Writing Centracts

~ One technique would be to require the brother to take responsibility for
partial making of a contract upon entering Yoke Crest, and perhaps at several points
Such contracts should deal with all issues connected with his ther~.

i This process would encourage the brother to take a more active
role in making and keeping commitments. S

‘a. Upon entry into the community, it should be explained to thz new brother

that within a few days, he, an older brother, and a staff member will draw up 2

contract stating specifically what is expected from him at Yoke Crest. Hc may
also state his goals ‘(insofar as he can articulate them at this initial point).

. b. He is Yo learn and understand that ‘contract (which clearly should state
JusT whore Yoke Crest is in control) over a period of time, so thathe cannot fall

back on saying he was unaware that thus and such was expected.

c. As the brother or sister develops and feels moru articulate about his

own goals, he may describe. them and write them into his contract by:

"I. defining them
2. discussing them with peeré for feedback about whether fthey are realistic

3. negotiate with a peer and staff member to renegotliate his contract re

The above suggestions are primarily to assume that he understands what Yoke
Crest expects of him and vice-versa.

Self evaluation--When a brother feels a need for exTended‘privileges'and

. responsibility within the context of Yoke Crest's expectations, he could follow

this procedure:
a. Write what he is requesting with the parameters of:

V . Why he has the parlicular nceil



s o eemy

2. What makes him feel ready
3. How he intends 1o implemen! added privilege

4. What his personal learning goa]s are through extended privitege or
responsiblity.

Poer Evaluation

After completing the above Task, he could then ask that four or five of

‘his peers give him fecdback about whether or nol they feel his_requests are reason-

able or not and why---thus giving him more data fo renegotiate after his peers have
evaluated his requests. ' - - .

Staf{ Evaluation

After having spent considerable time and effort on both self and peer
evaluation. he is far better prepared to negotiate with sfaff. He comes prepared
with thought-out data and specific plans fo renegotiate with, thus giving staff
better perspective on how, what and why he is thinking. .

Staff can Then: )
. a. reasonably say yes or no fo request

b. have an ohporTuni+y to provide their evaluation

- c. 1§ renegotiation follows-up, Thay have Letter leverage for insisting
that the brother takes responsibilify in very specific areas

d. terms of the contract are understood by all involved

Another model of evaluation which could prove effective in some instances

' i.e., an older brother, could be:

a. the sTeps described fon‘self«evalua#ign

b. then a meeting with a staff member and a peer .to renegotiate
Result

I these very specific procedures were to.be followed, communication
would be clear on all counts. People would know clearly why they are rewarded,
or, If the case would be, why-not: Responsibility would be shared between the
staff and brothers and the issue of why cerfain privileges, and the process of

- evaluation would be shared and clear to the individual as well .as the community.

2. Brothers! Parficfpa+?on in Designing the Therapeufic,Pﬁoqram

‘The brothers ought fo be required To do some tough thinking and hard work
cooperatively to suggest ways in which Yoke Crest-would be more reajts*lca!ly .
challenging to their own 1herapy program. This would require more responsva!uTy
on their end. There is clearly a difference befween punching‘holes.f0f a motive
of escape, and the carefully thought out process of constructive FnT10|sm. We. feel

2 e e

‘protected by a hovering, older brother.

. can later be dealt with appropriately.
to relate and’losing some of his anxieties in doing so, this effort should be re=

. ‘ ' 12

¢

thero must be an avenue through which this process can tale place. Mot only

would this process allow for growth of the individual, but it would also benefit
the program as a whole.

It is not a question of brothors overriding or taking over but of allowing
the process to be open and not doing for bul doing with., We view this as not a
softening process, but a toughening onc.

It was our observation that therc is among 1he staff at Yoke Crest a fear.
re loss of control over the therapeutic program which leads to controlling in
arcas where it is not necessary. This fendency appears in defensive behavior on
the part of the staff, when brothers attompt fo suggest options to the way in which
things are handled, This is true even of ‘the older brothers. I+ is ironic that
the very thing that The staff feels is not present, i.e., individual responsibility,

f_is the very thing that the brothers demonstrated to us when given the opporiunity.

[f the brothers and the staff together work on some of the problematic
procedures, the staff will have more control in putting responsibility into the

community, and the contract or agreement will be clearer and less ambiguous.

53: The Reduction of Rules Regarding Intorpersonal Relationships

. With fewer rules regerding the dovelopment of interpersonal relationships,
brothers would have to take more responsibility for their personal interactions.
Two specific examples where such changes could be made are with a) the open house

practices and b) the riles regarding rapping with younger brothers and their reality.

We feel that the open house éoncep+ could be a valuable learning ool in

. the development of - interpersonal skills. As it is now utilized it does not seem
- Yo meet these needs. We would suggest several alternalions:

a. Forget the buddy system, and leave it up to the brothers to help
one another. [t would be of far greater value if, for example, a younger brother

.finding himself unable fto answer a question or deal with a situation, were able to

express honestly his difficulty and ask openly for assistance from another brother,
Learning follows from having to face one's own inabilities, but not if one is
Guests would respect an honest admission
of lack of knowledge. We wll have awkward moments. %

b. Allow a brother to tip out, that is debelop relationships with quests

- of more depth.. This is more meaningful than striking up a series of superficial,
‘highly structured conversations.

o taining Their end of conversations and to reéally listen to others outside of the

Brothers would have to learn to focus on sus-

house. tf the conversation is fense, brothers must learn how fto handle that. Time-
restrictions on how fong a brother spends with a particular guest should be left

up to the brother and the other person he is relating to. |f his motives for not
spreading his actions are devious and self-protecting, it will 'be discovered and

On the other hand, if he is really learning

varded.

; -c. Require that brothers not band +Qge+ﬁor'if possibf9, with the exception
of asking for help. - R : '
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‘4o ascertain in what ways they can give and receive

. responsibility, can be that

. " eeidies.
d. Use a rototing work squad 1o deal with hos1|ng.neces;|1|?;q
. S . " . e bens . ' ¢
Each weok five brothers, for examp L, could act as hoste, serving, empTy

ach week T -hers,
ashtrays, hanging coats, elc.

Upon entry into Yoke Crast the new brother's a?;lifg +$kpir?zlzgo
i i i ~ imited. and i1 an older protrher. s i

1y hot is going on is really Limi , ‘ o -
a”qvggﬁ?;bnh?21his ?ssugs, the younqer brother may very ycll’norptia?ali fo con
s;iuéfivc?y deal with it. Herc the burden of cgmmuT:caTiog ;zuiécr Iy o T eed

- i isees, both older an _
older brother. However, as Fime progresses, 3 e on eoch _brofh T:;s

i i i ihe les govern this process, The

te - : v relationships. Again, when ru C n : sy e
o rru§ {nv2{Le2U$2Le Ie;s responsibility toward undorsfandxng++:? oi?ggezs I
peqiqg; ;gd sensitivities. The younger brother can Ie?rp ?bounve30w2+h eS8 Of or
Zgal;ng Lifh problems, that may be coming later, by being Invo

brother's siruggle.

It the younder brother could be rapped wifh)onré sha;iggoaixe$iéﬁ;+2;
At C i fhat he can solve an issuel), nis OW ¢
T sat € +ations on him That he can SOIVC 5 b | vth mioht

o g:Zi:dexgiﬁ Tée older brother can by relating more hongsily,dfiié r;sen+égni
morelo i; ’ The burden of authority can be faced more o?ggly in e e ing
agd + Eciﬁ. an autherity (and vice-versa) lessened. Rela1:ng '3 d? e
a 3? rii 4?5 one more of those nccessary rcall+|o§ of the ou1§| ei¥o; érsonai
s ! s of nol making rules regarding relating, but making . pe o g
D mibi 11Ty i1 +the older brother feels less restrained ln‘ ering

of his feelings on The fevel they can be handled by the younger brother,
some ol: s o y . ndled
aullT and rescntment about peer relating will be felt.

4. Standard uf Cvailuation |
‘ - Fuse feelings
There appears to be @ considerable amount of Cig{ﬁsif igdi:nigyconcisfgnf
i o at Yoke Crest; tTha he ; 5
' ¢ ds of evaluation procedures - that 's no cong’s

abi?éds:g?dagférmininq increase of privilege and lespons[b;11+y,fzgzqng pr{vi&eges

gﬁc; is laid on the pérTicuIar response of @ sTaff‘membex or ex

and cvaluation of progress.

We feel that greater CIqriTy is nc?ded YiTh’r?gzigTznghze?;o:?z;s+i23
‘ho s vie a vis their funcilion fevels. -oevera . ) ey -
Whirzulgzzf?G?I;‘;orked hard for ond carned a promotion, where such was not
hamin . (Tn one case, the reason given was that there Wd§+n0ui“ o oniat ity
‘ ;Z fegi +hat immodiate advancement as 8 reward TET'?$$0?; Sz;onifrafed AL
ceds - - +aken very seriously. When responsibl | . nust e
ngi?iegoaaz :ZWarded an +he brother must be gnyeq-now freedom so that he ‘ 1
' $oward the next level of internalized responsibilify. . .

']

t+ a position availab|e.)‘ 
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(1. THE_THERAPEUTIC PROGRAM

C. Education

[t is given that the largest imprisoncd number of adult of fenders come from
the most impoverished segments of socicly. For the most part, the residents of
Yoke Crest are no exception. A large number have ne marketable skills; achicvement
scorc data availablé suggests poor educational backqground resulting in fow lavels
of cducational functioning. Only a few, and Those in re-entry, are currcently in-
volved in an educational program outside the housc. This is ono of the most
deficiencies of the program in terms of assuring long range Success,

A brother may learn to accept stress with coolness, respect the rights of

others, work cooperatively with them, and qenerally grow in his acceptance of himself

at Yoke Crest, but once he lcaves he may well find himself with as few oplions open
to him regarding work and economic opportunities as when he entered Yoke Crest. It

appears to us that the focus on "therapy", qood as far as it goes, ignores the recali-

ties of the competitive society that a man must face when he leaves. Indeced, as
it is now structured, the program prepares the brothers best for work as therapists/
staff members of similar programs. This is grossly unrealistic,

The residents need as much help in dealing wiih issues of vocation, cducation---

in a very broad way on "life planning" issues---as they need help on emotional
issues. - Increasing the options for each individual should be the most important
goal of Yoke Crest; options not only in inter-and intrapersonal skills but in
educational and vocational skills. :

"We are well aware that only a limited amount of education can go on at Yoke -
Crest itself. But there are a host of resources and opportunities present in the
larger community and these should be fully exploited.

~ We recommend the addition of a full time member to The staff,
should be well acquainted with the community resources and have the skills 1o help
cach individual design and implement career/life planning goals., The consultant
should be availablé for planning with a resident at the carlicst fecasible time after
entry into the proyram...We would envision the resident progressing from planning
(testing, availability of programs, how realistic for that resident in fterms of
his abilities and capabilities) to implementation so that by the Time he is in

re-entry he has already begun 1o move in definite directions and is prepared to cope‘

outside of Yoke Crest with realistic and familiar options.

At Yoke Crost itself the seminar prograh provides an opportunity for The
residents themselves, with assistance from the life planning staff member, to odu-

cate one another in realistic issues that these mén face in society e.g., handling

money, dealing with reputable financial institutions, the question of credit and

"Indebtednéss, consumer cducation, health care, family planning, nutrition, sharing

of each other's goals and what is being actually done to reach them, co-op plans
(credit, food, health, etc.) and The myriad day-to-day issues of living that thesc
men are so desperately ignorant of; In sum, provide The;opporTuniTies and learangs

K g ‘

“to give them power over their own lives, :

b

serious

This staff member

.
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(1. THE THERAPEUTIC PROGRAM

D. RC—EM‘FY ,

Ro-entry is a very important part of lhe program and something ThaT.was n
the minds of everyone at Yoke CresT. 11 is also an area of great confusion since
I+ is at presont not clearly specified what a man must do to earn re—gn+ry: IT
appears that, for the most part, tThe decision is somewhat arbitrary with time in
the program boing the clearest variable determining whether a man will be allowed
to go into this phase of The program. -

The men in re-entry themsclves also raised many issues with us, e.g., depen-
dency, +he question of vocational ond educational goals. '

Our feeling is that re-entry is too little and too late. [I1 is too fate in
+ho sensoe that men are somewhat unprepared fto maké the transitionfroma closely-
knit family unit divorced largely from the realities of adjusting To.The “out-
side" largely because it is Too late in starfing. We arc quite convinced, ?ffer
listening to the residents individually and as a group, That some could casily
have entered into a ful! re-entry phase very early in their stay--even | or 2
months--while others felt they were unprepared fo do so until much-later.

The family model of Yoke Crest is one of its most redeeming aspects since
i+ provides structure and maintenance for individuals who may never havo.known
such a cupport system. However, as in any sirong family structure, the issua of
separation from the family is one which must be addressed by all members of the

communi-ty.

I+ was our observation That this issue has not been responsibly faced, although

‘grcaT concern was cvidenced by the staff. Indeed, we felt that the intense foster-

ing of dependency, while quite appropriate initially for any new resident, was
encouraged to such a point that the opportunity for independence and growth was
hampored for older residents. We feel that this in part.is due to fThe current
rigidity of piogramming which operates at Yoke Crest. We have made prior recom-
mondations (see Education, Résponsibility) which could be of assistance to The staff
in altering this situation. - '

More specifically we offer the following alternatives and modifications to the

current last phase re-entry plan (keeping in mind our central notion that re-entry -

must begin with entry into the program and should be geared to the specific indivi-
dual): ' . .

I, The Program Director, Life Planning Director, and cach resident should
design a program which allows for a stcady progression of opportunitics and

responsibilitics (Sce Contracts, Education, and Responsibilty). Prior to moving

" outaide The house the rosident should have had many opportunities to meet people

and family within the community, Through speaking engagements, cduga?ional and/or
vocalional programs, volunteer work etc. The opportunity for testing out new bo-

- havior, the Taking of risks, the oxperience of failurc must begin while 1he resident

has tho support of the gencral Yoke Crest community. Again and.aggin wo hgard
younger rosidents asking for this experioncing while at The samo Time hearing oldor

rasidents in re-entry discussing 1heir inadequacies in adjusting to a world outside
of Yoka Crest. As one mon put it: "Let me -have a chance to try it out a {ittle.
¥ | fall, lot me fall now while {'m here."

P I T Spuse R
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3~2. The design for living outside the qeneral community should bo made

.by the staff, the resident and suveral of his peers (Cf. Contracts).

3. Living outside Yoke Crest: Ve think tho presont. living arrangement too
narrow, We especially fecl that once in final re-cntry phase the resident should
no longer bo living at Yoke Crest. We offer the following altornatives:

a. Half-way house for re-entry. Mahy residents may not be sble to toler—
ate the stress of an apartment with a few residents and would need ‘the support of
a larger community. I+ should not be the main house since The new responsibilities
are different thon The old as well as the stresses. :

. b, Apartments. Two or three residents may choose-to five together and
this would be a good opportunity for more independence and responsibility. Several
of them could come together with a re-cniry staff member, not in-residence at

Yoke Crest, who would coordinate all re-cntry therapy, provide assistance with
educational, work programs etc. :

‘c. Restrictions should be clearly set aboul when these residents can
participate in the general Yoke Crest community. We agree that these men arc

good models for Yoke Crest in-house residents and some relationship between the two .
‘groups would be helpful o new men. But the primary concern should be their own

success in re-entry in the outside community. We' note that some men feel quilty
about leaving the community, or cannol handle trying fto relate to the gencral
community while in re-eniry. . They are forced at present to be botwixt-and-between.

4, Residents should contribute toward their own support while in re-entry
with the qoal of completely being self supporting during the final phase of the
program.

A full Time re-entry staff member should be assigned to work specifically
with outside Yoke Crest re-entry residents. His task would be to keep in close

contact with all re-entry residents, aiding them in adjusting to the newer problems

of dealing with the community. He would be expected to help with vocational
problems, lead ftherapy sessions, coordinate relationship with the Yoke Crest com-
munity. He should be paid at the same level as The resident director of Yoke Crest.
e should not be involved with in-house programs other than to consult with the
in-house staff and coordinate how, and when re-entry members are fo deal with The
in-house community, as helpers and models for younger residents. I+ will be the
re-entry staff member's responsibility to handle |iason with parole/probotion
agents when this is necessary.. He would be responsible for a limited number of

‘»re—enTry-people (in a halfway house, of in smaller apartments). (about 10)

3
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i1, STAFF DEVELOPMENT

Possibly onc of the most moving aspects of Yoke Crest is the fimeless
devotion of tho staff to the program. However, this is not always most pro-
ductive in keeping energy high, cool, and just a shade detached. We sce the stoff
having ‘the following nceds; -

&, ANdditional staff member for house (cf. EducaTion)

b. Additional statf member to handle re-entry (cf. Re-Entry)

c. More clearly delineated tasks (to have a program |ike Yoke Crest's
work, all staff must be in touch with all aspects, but too much overtapping is
an energy drain, keeping people from really developing strengihs in ‘their own
arcas) so cach staff member can conceritrate more upon their competency.

d. Keeping stoff energy together---staff must have a source of refucling
and keeping in touch with their own needs, both individually and collectively.
They nced fo oxamine themselves and their goals and how effectively they are
reaching them. Ve feel that periodically they should have groups for +Themsclves
to look at their own progress as a staff, led by someone not involved in Yoke
Crest's program but who would serve as impartial helper in getting staff to isc—
late i'ssues on how they relate to one another and the process they are involved

with,
c, Fund}ng for staff enrichment---staff should be provided with fime and

money to get further training in skills etc. for personal and professional growth.
They should be able to spend time in encounter groups, Gestalt labs, etfc. or .

 whatover They determine to be fulfilling re their growth needs.

Basicaltly, the staff needs more time for.Themselves,,The fatigue level is not
- good and as a result, staff begins to see themselves as ineffectual and bogged '

down. L

. . : V. START RICRUITMENT

: /\- Sfaff 'n'f‘~ R PRI . R : B

Proviacs Sn SRR TGnT ncontve:for1ooar o179 2 FOSTdent 100 stort posifon
skill and i \ S LoeE pernans who have shown consi able
hat s 20;22+43;+|20iafl']Tdflon ol qrowth 'in others. The danger gg;?Sé: i
Time (c.g., six months) l)efd;{owUd fo stay longer than a prescribed period of )
experioncing other soci Ief ;i pocame depondent on the conmunity and avoid
fied by statine . socla ?ys'cm? and alternative Iife styles. (This can b i~

! Y stating that +his is an Internship, for x amount of time onl; )«n ® clari

B. Former +ag: Wa N
formor inma?gzrwégmgrgsﬂ Me.are in rola! agreement with the practice of hiring
to be full mo&berr o?e+ﬂua’;f{ed by fraining, and moro fpoertant, by ONPUFiUHEG
can and thus bring enriésminifié +Ibey provide perspective that no "outsider®

: . ' ¢ program. Again, how Vo o
igrmcrllnmafos recruited for the staff not come ¥rom’Y } ogcr, " lfcommond tha
ind of concept. oke Crost or from the same

C. Professional Staff: The f i
G J al_ ff: specialty of the deqree - - i
;og?égoygjé?n io? hiring professional staff. Rafhergoxpei?gﬁég n?:a?:ilhe pglmary
( ot interest in communi fy-based correcfions'should ée w;igheg 2guatly

. in determining choice.

The range of skills-and ar | i : ‘
. ¢ eas in which a consid
g iohe kfls a i sidered staff T poOsses
sgleégég:ds ;2 acaglle further training in should be an imporfagim?SéTS: ?25505
preatie Fealls se;i: rapgi anq style of the present staff members are too simila
g ng into different therapeutic approaches, which could accol—r’

erave ogres i i i
pr gr S in many instances. abnce most of The hor apy is thdeOl al ‘y ori n Od‘
+ st I S I 1 1 I entc ,

it weuld be most appiopriate +

. cm priate to have a reaily good behayi '

] _ = thavioral therapis ilie
with all 1§chnsquos) as a staff member in fu}uge plann?ngordi eraplst (ramiffar
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PROGRAM EVALUATON

CoL | Ty,

in any oxporimental therapeutic program ways and means for evaluating the
overoll outcomo or success of the program must be developed. The criteria used
should bo varied and must obviously be related meaningfully to the stated goals
of “the program, . ' )

Boyond tho usual measures of recidivision which give a broad indication of
outcome or success, there may he other measurcs which would give a moro detaiied
doscription of change. : ‘

Nt present, all members tuke the Minnesota Multiphasic Personality Inventory
and the Edwards Personal Preference Schedule shortly after entering the program,
and there have been severd! repeat testing on the MMPI aftor residents have been
at Yoke Crest for several months. The Beta 1Q test (a paper-and-pencil measurce
of Intellectual functioning-~-non-verbai) is also given. Some residents have also
taken the Sentence Completion Test and the Rorschach Projective Test. Residents
aro cohcouraged to take the General Educational Development Test, a high school

equivalency test,

While psychological measures currently being used such as the MMPL and EPPS
arc casily adapvable and usuable as pre and post ftreatment measures, the measures
obtained from Them are fairly abstracted from the stated goals of the program and
thus give less uscful information to those who will ultimately evaluate the effect+
ivenecss of Yoka Crost. : :

Tho tM¥P1 is a complex test that requires considerable skill in interpreting.
It is of very minimal benefit in assessing an individual's personality and cven
more limited in predictive capability. The resident who takes the test fcoifns

“HiTtle cbout himself while taking it fhat is very useful and the fecdback he may

get on his performance is very broad and couched in negative, pathological terms.

~This may have negative effects on the examinee and fecave him vory much in the dark.
“ We noted that a large number of the residents taking This inventory presented bi-

© colvos himself and others.

- zarre picture of Themselves that the results might be considered invalid (high F

scoro on the validity scales). In summary, it is relatively uscless to residonts
and staff, though it may have some usefulness as a more esoteric research instrument,
The Sontence Completion Test, used with some of the residents, docs. scom to
provide useful data to both staff and residents on ways in which 'an individual per-
We would also recommend the use of "behavioral roting
scales' as measures., Carefully designed self description forms might also be use-
ful, DBohavioral samples could be used in the decision process re admittonce into

© The program c.g., observation of a two wéek period at Yoke Crost before formal

~mation can-be moro meaningfully used by fhe residents.

cof the level of +the indlvidual's functioning.
suggost That whon any scoro falls below 90-95 that an individual Test bo administered;

acceprance.  Such measures are less abstracl than inventories such as ‘the M¥P?I,
and can be moro casily raelated to the stated goals of the program.

The Bota 1Q, a non-verbal measure of intellectual functioning is a useful tool.
It is not The only neasurce of intelligence but certainly provides a good indication
We recommend its continuance but

for axamplo, tho Vechsler Adult Intelligence Scalo with special attention paid non-
varbal subtost scores, o _ . _

Also, the lnfof«_

e mm————

offenders.
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. o Vi WO 1S YORE GRESTFOR?

As it is now scen, Yoke Crest is desiannd for only a smoll minority of
While the work done with Tthis aroup ‘is comaendable, we fecl that if
Yoke Crest is to in any way serve as an alternative fo prison in the broader
sense, then i1 must be able To work wilh a wider variely of offenders.

An important question which must be faced at this point is whether Yoko Crest
will take responsibility of teaching residents at all lovels gf cgmchencc how
to take stress, and also the responsibility of instilling motivation for sugceﬁs or
will Yoke Crast simply assume these affributes as requiromcqfs for succes; in the
program i.e., can a wide variely of of fenders be helped or is SUCCESS mostiy de-
Yermined and assured by a very narrow selection process.

At the present time Yoke Crest is facing o crisis with regard to rgsidenfs
leaving (40% at the time of evalualion). This problem could be dealt with by:

{. Devising a more fdol«broof selection process (e.g., subjoc#lprogpocflve
residents to a month of the program before acceptance to sece if the "fit" or

2. By moving toward individualization of the program and thereby mecting
a greater number of residents at their own level.

We feel that it would be valuable to work toward making Yoge,grgsf a_?rug

alternative to prison, and this will mean fhe modification and lnd!vsdua!izqtlon

of the program. As in any therapy process there must be a sensc of héw rapid 1

a person can go. Some at Yoke Crest could go faster (and arc frus1rgrcd by no .
being .given more responsibility); others, however, drop ogT bgcauso they can no
take i+. We observed considerable differcnces in The residenTs. Some could have .
been out in re-cntry in a month, others only affer soveral months, and the residents
t+hemseives are remarkably aware of This.

Our bias and the recommendalions contained throughout relate +9 the modtf:—
cations we proposc to enhance The individualization ot the program [.o.f‘{n—
volving the residents in their own process of growth defermlped by spoc:f[c con-
tractual relationship between resident and statf, (Cf. particularly sections on
Responsibility, Education, R0~Cq+ry.)

Finally, our impression of The present Yoke Cfos# mo@al is that ET ?s geared
largely toward (and incidentally grew out of experience with) the adq;cf{vg par=
son. It is a "make it or break'" model which has proven successful with this group
i.e., Tthe group that was able to “fake it." It is too narrow a:prograT for o
‘broader classes of offenders. . We also fecl that the dependency it qutor;, while
very helpful for some, nceds to bu continued outside the housn and even with the

- present proaram no provision is made for those who will probably always nced @

-community like toke Crest to relale to- (Nofe, e\g., Tﬁe success of SyqnonoqiniTh
those who stay. It is, however, largely self supporting anq not an attemptdto
address itself to a wider-ﬁangé ol persons. N L :
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VL. ADMIMTSTRATION

A. anrd of Dirocférs

The Board, consisting of some 30 membuers, appears to us to be rather un-
wieldy. However, at our weciing wilth several meimbers of the Board it became
apparcent that each member has his or her particular contribution to make ot Yoke
Crest and is important to.its functioning. The committec structure provides an
opporfunity for maximum utilization of members and their individual interests
angd Time available for meetings. 11 should be fully exploited.

I+ is very important that Board members rcalize the limitations of knowing
"what goes on" at Yoke Crest if they have not exporienced it firsthand. There
‘needs to be some closeness between the Board and the program and we would recom-
mend that Board members aveil themselves of opportunities to observe the program
and preferably different aspects of the program over s period of time. One can
casily get a negative impression observing a sinqle example of the program, e.q.,
"a negative haircut, if that is the only expericnce one has of the program. The
staff welcomes this interaction and this speaks highly of them. '
There should be close and-cendid infteraction between the Board and -the Execu-
Tive Director on all problems, plans, staff rcecruitment plans, and fiscal operations
of Yoke Crest. A sirong executive committee should be empowered fo make decisions
on minor budgetery matters without waiting for consultation with the full Board.

There is inadoquate representation of women and minorities (e.q., The poor
and blacks) on the Board of Directors. Their potential contribution is in our

Judgement indispensable.

.B.  Flinances

NN

An analysis of the cost of Tho program is oulside our arca of exportisc and

,we did not dovote much time 1o Fhis, Howover, we asked about the overall cost
and were adviscd that the cost was ossentially the same as that for olher penal
institutions. While it is important that ihis cost not be very much higher since
it obviously is impractical in terms of acceptance by society, we do feel that a
therapeutic approach to rehabiliTaTion.of offenders will cost somewhat -morce +than

average costs. | h | |
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We have attempted to evaluvate the Yoke Crest program in terms of
its philosophy and practice witli the overriding issuc of its being .

a viable alternative to prison.

i

AN

Ve vere tremendously impressed and moved by the honest, direct end , )

caring relotionships among staff and residents.

\ic feel, however, thut

< the Yoke Crest model is fur Loo homogencous to scrve as on slternative to

Prison since it addresses itsclf largely 1o a narrow group vho
and this may very well be the moin reason for the large drop-oul rate.
Equally important is the relatively wnrealistic preparation of residents

Yrivt din

for re-entry and eventual complete - separation from the Yoke Crest community.

To meet the néeds of a broader group of offenders, preparing them
more realistically to adapt to lhe outside community wve recommmend:

1. A full time Life Plunning Director, payed on the same lovel

- as the in-housc Program Director;

2.

1

2
D

A Tull time Re-Entry Director, puyed on the same level oo
Resident Director to handle the final outside Yoke Crest phase of the program;

Funds for staff development and training to provide cxposurc to

other models and therapeutic techniques,

‘ I,

the program.

Our recommendations have centered on the individualization of the
program with the active participation of both residents and staflf,
feel thot there is more than adequate responsibility and good will in the
entire Yoke Crest comnunity to bring about the successful achievement of the

A part time consultont, trained in group dynamics, to work
dircetly with the staff in’ their processes but not otherwise involved with

Yoke Crest gouls.

‘Barbare Brockelmun
Clinical Agsociate,

.

University of Hew Hampshire °© ». University of Hew Hampshire

'

-

Hubert A. Hardy | py.D. .
. Pgychologisty Assistont ‘

Professor of Iducubion
"Unlversity of Kew Hampshire

«
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GlIc b
.
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Ve strongly

ot

Thomuas prois; Ph.D.
Psycholopist

.

S Janet Owens, B. A. 11, Bd.
Rescarch Associate,
Institute for Governmental Service
University of Massnchusetts
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