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oy This report is being submitted to CCCJ for the purpose of evaluating
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the programs submitted by the Neighborrood Alternatives Project (NAP).
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The information included in this report will cover all programs of NAP
except for the Western Addition Youth Defense Project. 4 separate evaluation

will be submitted for WAYDP., The dsta
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arrived at through the use of the methodology rresented as an appendix
to this report. The data are set forth in a manner that c¢losely res-
embles the parametsr put forth by CCCJ. Discussion first of the project

MICROCOPY RESOLUTION TEST CHART goals is followed by discussions of the individual programs, administration

NATIONAL BUREAU OF STANDARDS-1963-A

cf the programs and Tinally the operation of each. Inaswmuch as this

- , _ report attempts to give a sense of each part of NAP no attempt will be made

7
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to present a comprehensive view of NAP. or a thorcugh discussion ol the

Microfilming procedures used to create this fiche comply with
the standards set forth in 41CFR 101-11.504

programs of each project the reader is referred to the quarterly reports
and the grant proposals for NAP.

Points of view or opinions stated in this document are An area that has not been discussed in this evaluation is the pecliticel
oints of vie ]

those of the author(s) and do not represent the official
position or policies of the U.S. Department of Justice.

impact of this project. 4 word here will sufiice. The thrust of the programs
has been as much political as it has been delirguent preventative. The
task for NAP was thus structured becsuse of the resistance toward revolution

or change inherent in the political system. NAP has had zdifficult time in

U.S. DEPARTMENT OF JUSTICE

LAW ENFORCEMENT ASSISTANCE ADMINISTRATION
NATIONAL CRIMINAL JUSTICE REFERENCE SERVICE
WASHINGTON, D.C. 20531

defending itself and what has developed in the interim is a cynicism toward
the good faith of "The System’. It would be a2 mistake to find fault in this
attitude inasmuch as the so called establishment helved foster this opinion.
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We of the evaluation team feel AP has offered one of the most viable alter-

natives to the juvenile court system, available in the Bay Area. It is
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hoped that those who 'look over' NAP.will be cognizant of this fact and

t i WA n bstreperous
ot umbrage in the fact that ¥/ P nas at times been an o P
o dake THE CENTRAL COFFICE
child.

Administration
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Respectiully submitted

ovmu&)'ﬂ(;Zn//ﬁ? A\ ?\\_;:Szgi:::;*}J\\\__, . As the quarterly reports and the preliminary backgrgund statement of

h ' NAP have indicated the central office ic¢ in.the process of terminating its
N : Michael M.Howe,Director of Evaluation
Department, of Sociology / : aCth les, as the fiscal and resource center of NAP. The programs' central
‘ . P, : . - . a e o
University of San Francisco 3 office was originally conceived as temporary unit of the participating corm-

unity projects in as mu&h as 1ts task was to train the projects personncl in
ways to develop lines of communication with potential services and resource'ag-
encies as well as acting as the legitimizing agent for grant funds from
federal. state and local sources. Inherent in the original vrovosal was the
notion that the individual communities were better suited for the dovoiopmant of
specific trestment ideologies. Therefore while the central office took on the
\ ' e f rolehof program facllitator and accountant for each projéct dufing the first
year of GCCJ funding‘it was preshmably pfeparing the individuel projects for
independent administration dﬁring the '+, the second‘yaar of operation,

Much of the centralized program direction and resource development then hss

. : g i&s

been discontinued by the central office to allow each project to test Haetr
abilities in the area of self-administration. The central office-fAird a series of
meetings and skull sessions with each project assured continuity in this process
therefore the trauma connncted with administrstive reform was minimized. Both
Energy and NYAC have developed methods of self administration which need little
or no assistance by the central office in the area of porsonnel manégement.
program dovelépment and fiscal responsibility. The arsa that remains the rospon-

sibility of the central office is that of program accountability.

-

(2) (3)




Bach program has relied upon the direction of the central office to account
Tor client acnivinies.and order the lormal records so that their activities
would appear to be tegitimate. Unlortunately, this task should have been one
of the rirst passed on to each project because or The dé%th OI Iormal aata relating
To project activitles and cilents. ‘The 1naiviauat progects)“were able initially
to disregard formal records because no specific demands were raised during the
Tirst year by the granting agency, local monitors and the central office. Conseg-
uently wnen accountability was raised the central office was placed in the uncom-
fortable and often impossible position of making dé% with inadequate information.
This buffered each project from outside observation bul created endless meetings
with different committees and task forces on both the county and statewide level
for the central office. The central office in turn fequested substantive materials
from the individual projects gut due to the original bias of each project against
"records' per se, there was little the central office could do to account specifica-
liy for the projects substantive work., It must be emphasized that this problem
which at times takes on a much more important role than it should for both the

State; local and NAP personnél is due to the lack of consistent and articulate

guidelines for program prioritiles and performance by CCCJ. I would indeed agree

- that the indlvidual projects are and should be held accountable but to change

the formét of accountability in several areas several times over a period of two
yvears creates a literal waste of project resources dus to the restructuring of
programs around the requirements of the funding-agency.

From my research I would estimate close to 50% of the second year personnel
costs for the central office were spent on crises over program management intro-
duced by the state or local funding agencys working with NAP. This from my
vantgge point can be described as waste, inasmﬁch as agencies on the average

spend from 20 to 30 % of administrative persormsl time on grantmanship., In

()

-addition the confusion and antagonism created by contradictory requests made to

each program of NAP has caused the developmeht of resentmont between the central
office and the individual NAP.programs. MNuch of the difficulty experienced by the
central office toward program éccountability could have been averted if the CCCJ task
force and staff haa mede articulate and coordinated demands upon the projects

early in its development, Wiﬁhout this administrative control the programs

developed encapsulatad systems of accountability which were structured in such

a way as to deter outside observation of program performance.

The central office should have forseen this difficulty somewnat and helped
specifically in the development of a system of accountability for reach program.
This should have included some ovewiew of prozram perforhance with specific '
benchmarks that could.describe stages of development and achievement. Without
these, program description and evaluation has had to rely upon gualitative
judgements of each program's impact without a parallel substantive review of
program progress and achievement. Again it is important to note that probably
too much emphasis has been placed upon this aspect of each program and a con-
sequent obscuring takes place of the projecgs real impact. It is the opinion

of this evaluator and his staff that this project has had one of the greatest

impacts upon delinquent youth in the Bay Area, and that this is due to the efforts

of those staff and administrators who have refused’

D)

to be diverted from their
primary purpose of helping delinquent youth. The need to know exactly what, when
and where this help was accomplished is crucial but we must not let inarticulate

and imprecise accumulation of this information destroy the legitamacy of ¥AP's

efforts to aid delinquent youth.

Recommendation . :

[y

 Except for project accountability the central office Las carried through
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ite . own first year mandate of passing administrative® control onto eacn
programn through training and coordinating the ataff of each project in the area
of personnal Management,, progxam development and fiscal responsibility. t is
our suggestion that before the staff of the central office terminate their ad-
ministrative relationship with each program they assurc project accountability
] X R . .

on the part of each program in the area of record keeping (ie: basiecs of how
to keep records relating to clients, client programs and staff), and how to
array them into some meaningful patterns that will be acceptable substantlive

descriptions of their programs. This is necessary not only for continued

financial maintenance by CCCJ but more importantly for community funding.

To develop the much needed community funding next year there must be more sub-
stantive material available for meaningful evaluation by these agenciles.

Tn addition fim our evaluation it 1s obviousinrthe staff of each prograr /4S5..
1

somewhat ambivalent as to thelr impact upon the client nopulation. This 1s due

0

mainly to the lack of substantive feedback on program development and achievement
to the staff, they have only thair own isolated accomplishments or failures to

relate to when considering program SUccess. The development and analysis of

program records, we submit, would allay much of the ambivalence felt by the

. v

staff toward program succesS.
Resource Development:

The central office for the past year has continued the development of a

(1)

P

number of financial and property grants fron both private and governmental sources.
These have included GSA surplus property, Vista Grant, San Francisco Foundation

Grant, OZO Grant, and a UBAC Grant to name a representing number. At first each

’i'l'fj

program was brought in to the contral office to halp develop trelrr owm particular
’ (l) N A s " A
See the NAP quarterly reporis Tor specific resource development
programs.,

. FHA

-

needs within each grant application, later NYAC and Energy developsd their owm

.

R

grant proposals witn %he aid of the central office. The turnover of resource develop-
ment to each program has been qpite successful considering the lack of expertise
of the program personnel at the outset of project funding. t is a reasonable con~
clusion that NYAC and Energy with the help of consultants personnel are acdlle—
quately prepared for the tasdc o carrying on the development of financial and
property grants for their respective programs during the third year of CCCJ funding.
At the end of the firsi funding year Energy and NYAC had been preity well in-
tegrated into their respective communities. The development of cityﬁide resources
and controls wers needed during the secédnd year and the central office developed
a nunbsr of primary contacts with educational legal, welfare and real estate
services. For example, the programs had to incorpofafe in order to maintain tax
exempt status. The central office coordinated and assured that incorporation
would be facilitated by working closely with each program and thelr volunteer
aﬁtorneys in drawing up and submitting the necessary papers. Again, each program
yGs :

is better able to identify their own community resource neods now due to the

l
ovear

extensive on the job training the central office has maintained,the past two years.
Program Development:

As has been stated previously program development has been shifted from the
central office to each program. The development'thérefore of program priorities was
dependent upon the expressed progran reeds of each project. For example, NYAC indi-
cated for their program to develop according to trelr statad goals it would be
necessary for them to have a larger center. The central office in conjunction with

.

NYAC personnel began developing rescources within the city tc determine the possibility

(7) - .




}
of procuring a larger building in ths Hunters Point Area. The central office was

able to help NYAC in seecking out certain resources but the development of the

.

progrem was dependent upon NYAC's own expressed needs. We can see once mora the
central 6ffice has effectively transferred the program development function to

‘each agency in such a way as to assure a certain degree of success. The central
of fice maintains contacts which can be actualized when NYAC or Energy expressses a
program need,Program development has been entirely eliminated from the central office
in order that

@ach project may learn to develop the requisite skills to maintain

itself after the central office withers away. : :
Piscal Services:

Tha cantral office maintained an inhousa CPA to handlg the finances of
each program as well as the central -office. This was the last direct service to
be transferred to each program, The central office administered this part of the
program because of the complex and often coniusing fequirements set dowm by LEAA
for matching funds. This was a monumenéal task up until late February when
nuch of the confusion was removed by administrative fiat, Up until'then between
35 to 40% of the project director's time was spent attempting Lo bring some sense
out of the administrative jumble that was connected with matching funas. Hach

program 1S Ilnanclal.ly ilndepencent as ol the third year Iunding. The program

airectors have been involvea for.the past year 1n The aaministratlon ol grant
Iunas therelore Transterence ol This service shoula be reiatively probleriless as

long as LEAA and CCCJ maintain the current guidelines for grant funds and matching

services or funds.

PERSONNE
The central offiée is made up of the project director, resources consult-
ant and an administrative assistant employed full time. In addition there is &
CPA and a secretary employed part time. In as much as this office is being teri-
inated discussion of personnel will be limited to a few brief points that refer

directly to the operation of the individual programs themselves.

Recommendation:
With the termination of the central office it is important, it would seenm
to us, that each program retain either the central office director or the

resource developer on & semi-permanent basis as a consuvltant. As is indicated

1]

is
in each program evaluation, the administration of each program/well under control

internally but that in terms of future program development it is extremely
important that each program have contact with more éxperienced persons in order

that fhey may develop the needed city and state resources. )

(9)
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SUNSRT TNFRGY | while SE.developed youth legitimacy vhrouzh project programs., The second is
establishing a one-to-one counseling and group counseling program for their
clients. Counseling that offers each client a whole range of alternatives

Sunset Energy (SE), founded in October, 1970, is 1oca£e3 in a predomin- ) consistently is seon as the main task for the staff,
antly white, middle class, civii'servant cormmunity. Its popﬁlace notes with ; The development of comnunity a}ternatives has been describsd as the second
satisfactiecn the clean and m@dest structures thet dot the tract. Juvenile deling- ' major goal of the project. The project director as well as the project's board
wency is seer by most as occurring in those "other® areas of the city. This view . , of directors have indicated that although the Sunset is an éffluent corznunity there
has been challenged by those who have been working with you£h in the Sunset for are few services for youth in trouble. Ispeclally 55FV1095 such as out-of-home

/ .
the last few years. An increasing incidence in youth cited to juvenile court treatment are lacking in an area whers there is a distinctive increase in the
and internal youth conflict has helped changs many a mind regarding delinquent- | number of runaways reported to the police. Alternatives for this project appear
fros, middle-class communities. : ' | to be directed toward activities rather than direct intervention in behavior.

SE has followed those precepts set forth by NAP with particular emphasis on . SE has placed primary‘emphasis upon intervening with children in irouble who
the needs of youth through'camseling. 8O identified school and prgbation as the - are in the juvenile justice system or in the school system. The actual number
major client resource early in their development. Following a period of in- | of youtn carried on their caseload and wio they were veferred “y LS reuisselivou
formal negotiations, referral systems were instituted whereby schools and probation | . in Table I. It is important to note that these figures represent the formal

furn the youth over to SE if the youth reques® SE. caseload. SE has found a numbsr of youth who want to be a part of the program but

SE developed around the model of a youth resource center. As a resource not a client as such so thess youth are not carried as formal clients. I this
center it directs its program to youth who have been described as delinquent by group were to be statistically represented we would suzgest that therse would be
3 A g n who sen des n
. ) . ) Y
either the juvenile court or school system. Their concern is in handling youth : between a 30-35% increase in the total nurber of cases. Table II represenis the age

who are either labeled delinquents or are in the process of being marked with this

71 oot T oergo  Aeg7l o
label. In developing a concern for the youth in trouble, SE hes described two . Keecrad Dl;f 79 ';‘P‘;_n PR A‘Acs Mar 71 Sep 7/ Mor 7L
Asert thar 71 SeP
particular goals which must be reached before their program can be successful L02 S0 39 37 1T-13 5 Z 0 70
9
in working with this community's youth. TIhe first goal deals with staff pricrities 60\ ! (1) 38\ ZO | 4= | S ya | 43 29
\ .
and can be separated in two sasctions. Oae is establishing legitimacy with the Schoe / 27 Z 7 3 V 30
Se\F 2 19 | 55 J6=17T ‘
4 a v 3 € the arean 1T c +1 " ! ature
youth and adult populations ol the community. Bocause of the comnunity's natural : el E;Lf a 7 —r“%, i E;L{ Cf77 og
3 . s . " 4 s B - . K 1;_5 N . ¢ ) ] =} cA
prejudice againsi community action cenbiered around troubled youth, it was felt : A Ta'ole T

. Table 2

that emphasis had to be placed on winaning the support of the adult community

{41




cohorts SE dealt with, the informal cases wou d be mainly in the 12-13 year old
cohort, | '

To assess the impaét SE has had upen the cllenu population descriptive inter-
views were made with a sample group of clients as well as a statistical analysis
Qf the recidivism rate of the clients of SE., The statistical analysis was made
by gathering the names of those persons knowmn to have been referred to SE by YGC
formally and then a check was made of tho YGC records as to what the disposition
of the children was in May 1972, Due to the lack of time and resources availablé
for the evaluation it was impossible to array these clients in terms of the exact
date they were referred to SE, therefore we will deal with those clients who were
referred Trom October 1970 to September 1971. We have deleted.the group of

clients referred to SE from October 1971 to iarch 1972 because of the need to

give a six month spread to this group for analysis. With.an N of 88 (100%),

ey

45% (n=40) still remain on tThe active list at YUC, 5574 have veen cicsed as cases

|

which have satisfactorily complsted their probationary pericds. Of the 45% remain-

ing on the active list only 8 (9%) have been refiled on and subsequently have

been placed in other services. Of the clients ﬁhat were referred by ithe schools

or were self-referrals, none have been referred to ¥GC for a 601 or 602 violation.
Sixteen clients were selected to be interviewed by the evaluation stalf to

determine the effectiveness of SE's progrsm from a client point of view. All of

those interviewed stated that SE had helped predominently in keeping them out of

=)

trouble., Those services that were referred to as being most helpful were counseling

and group raps. Most of the clients felt that the services offered by 53 were
quite informal and should remain unstructured as they are now. DRach client is aff-

orded tne opportunity to select his or her owm counselor at SE. The counselor and
1348

counselee work each other up and reach inTormal understandings before there is any

{453

formal assignment of one to the other. This has worked out excellently for the
client, there appears to be a genulne rapport existent between @he client and staff
that is directly related to this tself-sclection’ method.

While SE maintains a stock of refsrral agencies that they can refer their
clients to if need be (ie: Drug Abuse Centers, Mental helath centers,ste.), there
1s 1little or no formal use of these facilities by the staff. Up to this point the
staff have felt that the client population needs close contact with a significant
other and referring the client tn another service would only add to the overly

)

A N . Son 3
bureauclatlcized world in which the youth must live. Therefore the stalf member

i i h infor T ient 1s not
nay utillze other services but only through informal contacts, the client is

. . . - .

poassed on he is taken through the other services DYy his counselor. The clients
~ . T s Fo R

interviewed felt this was very important for their own understanding of what they

D)

needed and indicated, covertly, thet thelr counselors "proved themselves" by going
through these buréaucratic mazes with them.

Additional to the formal casework of SE, there is a wide vari ety of programs
which supplement the resources within SE. The staff includes persons who are
experés in communications who can help S5 to become more public, which it desper
ately needs right now, Persons who work the streets in order to develop informal
controls within the client community to detoxify potentia}ly destructive situavions.
Persovs who dsvelop referral resources such as foster homes. Persons who davelop
and malntaln parental %uppor for SE programs and persons who serve as Liasons

(2)

} il b f tl rvices provide
between the schools and the probation cifice. Bach of these services p

9 O

e the long : intervention goals of S.ux.
community resources wnich help develop the long range intervention gos

Tn order that the evaluation bo concise muchko? the doscription of ppo-
gram has been deleted. The guarterly roports Fonualnqpxcelgoét cg:l:;:;
of SE programs and the reader is reie rnesc reports for a broade
and more specific treatment of theso programs.

(13)




Namely to prevent a large portion of those youth who arc sent to YGC now from

being sent there. For example, SE has been used by Gilannini Junlor High School
three times in the past months to cool a '"riot". These situations would have
normaliy lea To potiice 1nner§entlons but Hi wAas abie To mealate the situation
prior to oitical intervention. The abitity to head oft like situations is aﬁ
obvious necessity for programs of this sort unfortunately substantive "prooi

15 oIten .ess impressive because or the tack oI sSTatistical evidence,

Thererore services 0I This sort lose The .ltegitamacy and importance they
deservé. The evaluation team feels that these aspechs should not be only

maintained but also expsnded wherever possible. The potential community

impact is most impressive.

Administration

SE has experienced a number of Administrative traumas over the past year.
These have been due mainly to the impreciss goals the agengy had set for itself
along with a pretty inexperienced group of staff members. The progran therefore
has developed in spurts without iuch supervision or direction., As is indicated
in the description of $E's impact upon the client it would appear that the lack‘
of specific direction was not necessarily detrimental to the development of ser-
vices by SE. But with the lack of direction, developed a lack of accountability
and a somewhat lassiez-faire attitude of the staff toward progrem needs. During
the first half of the second funding year the program seecmed to be aimless

because of the lack of administrative coordination. Saveral personnel moves were
-

made and a degree of administrative reform was begun. The institution of mandatory
record keeping of daily achivities of the stafl was one of many steps taken

to bring staff accountability into lire. With tho addition of a new director new

{410y
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aqmlnlstratlxe reforms have been lawnched. This will assure some degree of

program feedback to the staff so that pro

nao
i

gram goals can once more be discussed

~and arrayed in terms of their importance to the staff and clients of § &,

Recommendation

Y > . . Y s Q
§ E should develop a specific inhouse evaluation which can give them precise

. ‘e . . c
feedback as to their success or failure in the areas of program, personnel
and comnunity. This evaluation would give S § the necessary information about

L . .
chemselves to develop real program goals, and staff coordination and cocperation.

Operation

In assessing the'operation of 3 E the evaluation team scneduled interviesws
with the San Francisco Probation Dept. {YGC) and School Dept. (8D) to determine
their_evaluation of the S B program. Of those interviewed at YGC it would seem
that the general consensus at the line énd administrative levels toward 5 ¥ is
favorable. There is a feeling that the project works with the child referred and
that there are services rendered to these children. Their eriticisms were mainly
focused on accountability. The program does not keep the P.0.'s well enougn
informed as to the success or failure of the clients referred by YGC. This
leads to confusion if the child is brought fo YGC for another offense. As ons
P.0. stated:"they want their cake and eat it Loo." This referred to S&'s supposead

o

]

N .

lack of accountability toward particularly troublesecome clients If they (the
client) disappear, S ® forgets them." When questionead more specifically about this
the P,0.'s were unable to cull out specific cases wherc this occurred. It

would seen to the evaluation team that the objections to S B by YGC have some merit
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in that little or no feedvack about referred youth to the individual P,0. is

3,

hare the general progress the

g}

available. A probab!

-t
b

solution would be to s
individual S8 client 1s making with ¥GC.

E. The SD

o]

The SD, wheﬁ interviewed, indicated a real satisfaction with f

‘has allowed thne devalopment.of small rap courses in the afternocn at Lwo schools
with presumably positive results. Additionally S I persomnel are around when

they are necded and the classroom teachers have found thelir assistance invalua-
ble several times. The only problem the 5D discussed was one of coordination.
+ was felt that SE should coordinste persommel better s0 that the SD could .

plan on certain persons being available at certain times. This weuld alleviate

problems of school access in that assigned personncl could rsceive ID Cards and

be allowed free access to the schools. The SD plans to utilize SE in the fall of

) —~—

1972 and is quite positive about the development of more programs Wits S,
Conclusion

Tt would appear SE has accomplished a number of important achievements over

¥

the past year . The program has grown in resource depth as well as program depth

.

a consequence of this is the remarkably low recidivism rete

e,

they expsrienced after
their first year of operation. The program needs to structure itself more care-

fully, but besides this we can state that 3B has accomplished those goals it set for

itself in the second year funding grant request.

- NBTGHBCRHECCOD YOUTH ASSISTANCE CRANTER

The Neighborhood Youth Assistance Center (NYAC) was founded in
February 1971. The center is located in the Hunters! Point area, which
is the Southeast corner of 8an Francisco. The tract is a large, poverty-
stricken,black community. Crime and delinquency are everyday problems which
this .community has learned to expect. Coordinated cormmunity action has
been difficult because of the large geographic area which this tract covers.
Consequently,there are a ﬁumber of pockets which‘rarely recaive services
or programs whether community oriented or not.

NYAC considers its main task intervention within those commuaity
areas which have traditionally received little or no services for delinquent
youth., Because of the lack of services in the areas the NYAC serves, the
difector nas established a program goal of intervention prior to offical
processing of the youth. This goal does not exclude the crisis iatervention
aspect of the program but puts the emphéﬂgs on delinguency prevention.
The director in establishing the structure has indicated that an important
aspect of the organization of the project is to tie the youth groups into
the decision-making process of the project. This will help set up programs
thai are meaningful to the youth. As a conseguence of this, programs are
being set up that have not traditionally been seen as alternative activities

for youth in trouhle (e.g. coaster building, Ffinger painting, and candle-

making).




Along with the client oriented servicés NYAC plans to offer, staff
nave been recruited especially for their abilities to relate to the adult
and youth communities. It is hoped by the staff that in establishing a
project arm of this sort, it will be able to work into the community on
a resource sharing basis rather than on a competitive basis., This perspect-
ive has led to an initial outreach of the project to community resource
centers for the purpose of obtaining services and goods to be used in thé'
future by NYAC. Such community agencies as the Community Health Center,
EOC, Local Development Association, Bayview Hunters' Point Community Coll-
ege and Sinton, Miottel and Company ( a real estate broker) have been con-
tacted and volunteered resources to the NYAC. |

NYAC for the past year has developed programs with the projecf mandate
that tha e¢lient nonnlation can best describe iis cwm nceds. The NYAC staff
states thalt they are there to actualize the stated needs of the client. The
staff attempts to accomplish this by describing to the youth what he must do
to be able to achieve his needs, Stress‘is placed on the fact'that the clients'
behavior not only reflects on the cliént but also on the black community.
Dignity and self-awaréness become primary concerns for pefsons patricipating

. in the program.
Program

To represent some substantive feedvack as to the numbers of youth in-
volved with this program, we have'arrayed the NYAC client population in Tables

T and II. Table I reflects the nwabers of clients NYAC has carried on its
A}

records for the past year and two months. The figures represent all persons

[
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who use Services above and beyond the physical activitiles program available
at NYAC. Dable II reflects the age cohorts NYAC dealt with, those involved

in physical activities only, o would be mainly in the 12-13 and 18-28

'

year old conort.

Referral Feb. 71 July 71  Dec'7l

Agent . ! June'71 Nov 71 Apr'72 Teitals
602 21 Lo L33 g,
601 .12 26 31 £9
School 8 | 13 17 59
Self 27 36 45 |09
Total &8 il5 127 Ao
Feb'71 . July'7l ' Dec'71

© : - Jue'?7l Nov'71 Apri72

Ages

12-13 - 13 28 ' 23

14-15 .. 23 41 54

16-17 ‘ 32 16 50

Total ' 68 115 127

n

by . 40 2
fo assess the inpact NYAC has nad upon the c¢client population a group

\ 3 : a_-‘ N RSP r
of clients were selected to be interviewed along wilh a statistical analysis

,<19)



‘being sent to CYA or the County Ranches

assistance program was considered helpful.

of the recildivisn rate of the clients of WYAC. The statistical analysis was

accomplished by gathering the namas of those persons Xnown to nhave been referred
to NYAC by ¥YGC formally and then a check was made of the ¥GC records as to what

the disposition of the clients was in Méy of 1872. 1In order thst some spread

may be gilven to the NYAC client population we Wave arreyelthe YGC client

group that was referred between February 1971 and Nov,1971. With an N of 99

(100%),55% remain on the active list at YGC; 45% have been closed as cases

wnich have satisTactorily completed theilr probationary beriods. Cf the 55%

remaining on the active list, only 18 (187 of the original N), have recidi-
A ,

vated,

When this figure is further analyzed, we find that 5 of the 18

(clionte that recidivated ) were referred to NYAC by YGC at the time they were
NYAC dutifully carried these persons

as alients even though they had no opportunity to refer services o themn,

Therefore the recidivigt figure should be amended to delete these five clients

making a total of 13 or a 13% recidivism rate for those referred to NYAC by

YGC.

Twenty clients and theer parentg were selected as the‘sample that would

be interviewed as to their attitudes toward ths services rende ed to them by

NYAC., Initially most felt NYAC had helped them tremendously when ﬁorklﬂ» with

)

YGC, It was felt that the NYAC counsellers were quite effective in dealing

ua

with the formal system and a good deal of confidence was engendered by this

service, Beyond this point opinions varied as to NYAC's ability to render

(]

needed services, “For the majority of those interviewed (17) the juvenile
For three clients the services were

criticized because they lacked continuity. This was caused by the lack of

t

ability to achieve problenm solution becomss

\

follow up by the staff and or subsequent loss of contact with the client.

In one case the lack of follow-up was the result of a parent spurning the

NYAC staff member's attempt to see his chitd « The other two were due to

-

staff members leaving NYAC and no new staff merber being assigned to replace

then.
When asked about the kinds of services offered, the clients sampled

referred priﬁarily to the counselling services available at NYAC. If was felt

that the staff offered a wide variety of effective counsellilng services such

- . . A3
as employment, SchoolL, and Iamliy counselling. The specific attributes of

. . \ C s s

these services were thatikey offered alternatives that were recognizable by the
. : .

client as effective intervention tecnni.ues. For example one of the clients

. . Ly P . . e
parents who wWas interviewed stated that the family counselling she was partici

; :n had been able e Lz hgwwdanme that had davaloned bdatween
pating in had oeen aole ! T

.
[eet=1-1 :\ ubn“ wiis SETTLODS AL s

ci
Q

herself and her daughter. Something she had long since given up on. The im-
portance ¢f the counselling then relies on the staffs allity to mediate prob-

. b d d a4 e i The
lems into solutions that are achievable for the participating client., The

j 3 L ilizing the new aer inasmuch as
project supports this model by utilizing tqe new careels‘concept inasan

. . : N N 1 £ 1 g
the staff was where the client is today several years back., The staffls

.

dependent. upon his or her past
experience and ability to offer viable solutions to the client group. Time

0 . - £ Fal -
and again the client group surveyed indicated that the NYAC stali had'accom

plished this.

Additional to the Youth Assistance Project run by NYAC there are other

the Assistance sroject as well as being client
programs waich tend to support the Assilstance proj g

(3)
. Cosns |
genaratlnszoizvlt:znégll bo made nore Lo survey all aspects of NYAZ. Inasmuch
as an ev aiﬁékloq is to give nse ofa propram we will prosant, khosn
aspects of the project that help pre resent a clear pxulurv ol NYAC. “[he ;
readbr who wishes & comprencnsive listing of NYAC's programs ls direche

to the quarterly reporis and grant proposal.

(21)




‘One<such program is the Activities section Bf NIAC. Thiils program offers a

+ myriad of physiéal and intellectual projects‘for any youth in the Hunters
Point Area. The operation of this project has created a wide degree of
community acceptence for NYAC. Of the adults interviewed, all (23), in-

, dicated that tne availability of individualized activity - for thelc sons was
one of the most helpful programs of NYAC. It was felt that rather than
'"hanging around',their children had somathing to do and somewhere £o go which
would not lead to eventual trouble. The only drawback so far for this aspsci
of the program is that it serves mainly young men. The development of activi-
ties for young women has been difficult due to the unavailability of
resources such as equipment, and personnel. It is'suggested that NYAC develop
the resources so that young women might slsoc be included in the activities
secbion of the projoct, ) - '

For the evalﬁatioﬂ team the activities program was quite impressive
because of the large numbers of youth involved in these activities. '™

. . N .

et . ', {tafortunately because of the kind of program the activities
section is it has been difficult for ﬁYﬂC to keep records of those wno are.not
official clients of NYAC., On three separate occassions the evaluation {team
sampled the group participating in these achtivities. The numbers ranged from
21 to 23 persons at one time. The youth involved were for the most part

a running

not. 'official' clients of NYAC, It seems impractical to keep

census because of the constant turnover of persons using these facilities, but
<

1

he day and aver-

147}

it might be useful to make a count &t specific times during ©
age these out so as to determine the extent to which these facilities are used.

Additional to the youth using these Tacilitles there were always a number

R

Ui A

IRT S

of staff merbers present involved in the acbivities with the youth. These
occassions were used to not only involve tﬁa youth in the activities but also-o ﬁcwgﬁ%
'gen£1e‘ raps with the youth about his 1ife.' The appearance given by the
staff was one of relaxed attention to the needs .of those youth present. As
a support program,the activities section of NiAC seems to gilve the Center

a locus for those that desire a place to drop in but not necessarily involve

themselves in some aspect of the counselling programs at NYAC.

RECOMMENDAT ION

The Activities program is representative of the other programs of NYAC

LY

. . N '3 3.2 ’ EN 2
inasmuch as the usage patlerns of the client population and the inpu

t. of the

&

m
i

- ~ a ~ o
staff is concerned.NYAC programs are well staffed and attended. The evaluation

tesm was consistently impressed by the diversity of' program and energy of the

staff at NYAC. It is felt that the continued development of these programs

should be a prime goal of NYAC. The development of any new programs should be
. . s .

held in abeyance until these programs nave sufficient depth to allow staff to

be directed into new programs.
ADMINISTRATION

As in all community based projects, NYAC has gone thrbugh several adminis-
trative upheavels over the past vear. As in the case of §.E.,these may be due
to the imorecise goals the agency set Tor itself along with an inexperienced
staff. But it should be kept in mind that in terms of dealing with youbthiul
offenders, NYAC has had a measurable impact upon its client povulation., There-
fore proolems of progranm administration have not necessarily had a negative effect

upon the primary goal of aiding youth in troudle with tLhe law.




set forth an administrative structure that is clear to all. This structure

N . e arr N N . . N . . Py 4. s ., Lt Y ar > e e , . s -
The major difficulty NYAC experienced with regards to program adminis- should include a significant input by the board of directors so that the dir
. . . . . s o ; . 3 P
tration was due to the basic changes in administrative accountability, NYAC ector is not totally respon51b1e_lor progran development and accountability.
' . . R o - V.2 D) a
has gone through over the past year and two monins. When first set up, the , Once involved the board and the director, working in concert, should set forth

&

» ¥ y Y AY iad } » 3 i LT i + T 1 PLFYY 'rlo- .l“l 2 +
director of NYAC hoped that the staff would be committed to the extent that a ‘ an administrative structure that inciuce programs, program aevelopnent, ana

bOQQ n ) 88 \ s q nseguen 'th y '.t‘t-'l ] : Y va HD' (o) L SOPHIaCd glvisions $0 as [:o a ta i d Y L1ion ana o
i I kou-l.d De unnacess arJ. Ag < cones q = .(:e, erae was L . Le emp Oyee ' prog am o Lu 1on n 1 . m ];n 1n irectl n con

E rl ne structure Of 't‘h Fram 1 1’ < ‘ p j Y i - T < 5 PR3 & pY Y ~ ac
nov en a ¢ y [ h r . tb £ j' Fal '] eve Op T eaSO‘lab e Qals an P 10} 1‘5 es oY tﬁe -

director, As a result he set up a number of divisions within the project which
had supervisors who were accountable to the director. This led to conflict Co ~ OPERAFION

between supervisors over resources and personnel. There developed competition '

. v

over authority so that power could be maximizad by one or another competing In assessing the onsration of WAL thes evalustlon team scheduled inter~
supervisors. As & consequencs Lhe dlrestor thg‘sgpayaticn 2 tha »viows with San Ffaucisco Probation Dept (YGC) Probation Officers to determine
divisions, took personal control of 211 units on the project and assigned the ' their evaluation of NYAC's operation, Also, the information‘preSented under
assistant director ?he task of evaluating the quality of job completion by the the heading 'Program” is reflective of the client’s view of NYACs cperation.

: ) . . . ot epvie he P 's working wi outh referred to NYAC indicated
assigned personnel. There has been a measurable increase in employee accounta- Vhen interviewed,the YGC P.0.'s worxing with you )

iy o : s s ; C s i £ sati i it 's progress over the past year,
bility since this last organizational change was instituted. The staff keeps a high degree OL.SGtISfQCtlon with §YAC § progre p y

& . s o
. . . : . . . 343 N wor throue’ 188 ated at YGC, handing cases to specific
written records now as to theilr daily accomplishments with a failr degree of Initially NYAC worked through a ligson locate YGC, h g p

I3

- , . X . s
regularity. This was something totally absent 9 months ago. Additionally the . o counsellors at NYAC, after they had been assigned to NIAC by 2 P.O.. This pro-
' ' Y A . . oA n "
staff seems to coordinate thelr activities to the extent of having a specifi- ' ‘cedure was not acceptable to N/AC and when the dl]§0tor of NIAG %ook chargs
. ) : . C
o ] ) . : st s S g e 3 sitior In its place
able division of labor, something that was negligible 9 months ago. of all divisions personally, he eliminated the 11§§on position. p

he directed the counsellors to meet and work with the P,0.'s at YGC, This
RECORENDATION ' ‘ | appears to be a most acceptable solubion to a rather thorny problem for both
‘ NYAC and ¥GC. With accountability lacking NYAC lost a number of potontial
In order that employee accountability and program developemnt continue, cases becauss of the unwillingness of the P.O,'s to assign cases to NYAC.

the director and board of directors (including youth representatives) should

. e | | (25)
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Since the institution of this procedure YGC P,0. § state that they have little
or no trouole in assessing the progress of a youth after being assigned to
NYAC. The P.O. 5 stated that NYAC's client follow-up was superb and that
working with NYAC staff had aided program credibility in the eyes of YGC.

NYAC has also establ?shed contact with otherlpublic agencles serving,
youth in the Hunters Point Area.These include the School Department, the Dept.
of Social Services and the Police Department. Unfortunately NYAC has not
formalized these contacts. When conhtacted most of the agencies expressed
interest in NYAC but were unable to articulate any specific program experience
with NYAC. The School Department indicated on.occasion they had informally
referred students to NYAC bul were unable to state the results of these re-
ferrals (this may be an indictment of the School Dept. rather than a2 criticism

of NYAC ).

RECOMMENDATION
It is suggested that NYAC formalize contacts with other community agencles

so that communication might be maximized., This might be accomplished by the
offering of already existing services of NYAC to these agencies. TFor example,
the police might refer a child to the NYAC assistance program rather than

cite him to Juvenile Court. One way for this to happen would be by N¥AC
inviting the police to view programs through participation on the Board of
Directors. This may be considered a drastic step but if there is to be a
diversion of youth froﬁ the Juvenile Court some of it must come from the police,

&nd the police must view NYAC as a viable alternative to the Court.

Additionally the NYAC stalf should be invelved in an ongoling training

(26)

Y

prograri where they are informed of the administrative contingencies under
which the public agencles work. This will afford the staff the opportunity
to understand more clearly the role each of these agencies has in service

delivery to youth and a consequent ability to arrange for services rrom tnese
N4

agencles.,
tonciusion:

NYAU aespite The iack o precise goals has haa a measurab.e 1mpact upon tneilr

target popuration. The aevelopment of program has beeﬁ dependent upon the

energy of the director and a few of his staff., Tor NYAC to continue as a

successful agency it is essentlal that the board involve itself in the planning
+

for the fufurs of NMYAC, This involvement should inelude the developmant of an

articulate and precise program plan that meps a realistic course for NYAC.

kIlIlilllllllllII-IIl-I;----—-=------£EZ) i e
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One of the signiFficant developments in the United States has

capacity of local institutions and organizations to deal with

-
Y =
P 3=

been apparent in the area of mental

0

social problems. This

health and more recently in the area of treatment and prevention

-

of crime and delinguency. There has proliferated a wide variety

Fh

of delinguency prevention programs in American cities, variousiy.
funded and variously organized, with conspicious emphasis on in-
digenous, local or gfass rocts control.

The antecedents of such projects, which hé&e will be referxed
to as target community control projects can be traced bacx to
Clifford Shaw's Chicago Area Project. Its main thesis was that the
target community has the capabi;ity of achieving social control
over those acts that are now being handied by public and private
social control agencies essentially external to or formally imposed

on the community. It was further hypothesized that the target com-

nunity is the only body that can conceivably control this behavior

without alienating the child from his home and culture. The prob.em

which Shaw outlined, becomes one of how to actualize that natural
social control function which is latent in the community.

Given tnis general problem it is our intent to outline and

evaluate the target community control projects that are target area

n

within their target areas. Contemporary actiocn the

underwrites and stimulates <The natux

control oriented and are either in cxistence or being Zounded in

the San Francisco Bay &rea. The eval*atiqn'and research 1s planned
as a process analysis as well as a system analysis of these particu~
lar'projects. Through the use of these perspeqiives directed toward

target community control projects we hope to not cnlv give a des-

)]

ion o

ct

r

-

el the effectiveness and efficiency of certailn »rograms

and the evalqation of their goals, but also the goal achievement

or failure, and system change that occurs during project develcpment

The specific aim of this resecarch is to describe the extent and
manner in which community action c¢roups, that are set u» as delin-
quency prevention centers organize and implement The action potential

im that

. v
TLS

o]
p)

el
[0}

cw

if we are to accomplish delinguency prevention it must arise within

!

the target arsa community rather than Zrom a Zormal agency outside

of the target area. While the theoretical context supporting this

Q

trend had historical antecedents in the Shaw and McXay writings of

the 30's, the changes in thinking that have occured within this
theoretical bent have been towards meking the concepts more speciiic

or precise. Essentially we still have an intervention model that

i al develooment of community re-

sources in the form of community-run Youth Welfare Organization.

o

Although the theory has produced a large nunber of programs and
advocates there remains a dearth of theoxy that enlightens the

sequence of events that actualized a 'natural ommunity model.
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In discussing this question we can gaucge the poszible alter-~ -

natives open to each project in given programs, this informztion

will be presented to the projects to consider Zor possible action.
III. Are there svecifiable staces or nhases in the develcnment

of target communityv controlled vroiects?

An’ attempt will be made to discover stages, if they exist,

westion is the seazch

Implic

l.l

ct
ll-
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for variables wnhicn may affect the stage development o=

V. Wnhat is the

failure of a c¢iv

sucecess or

~

Ysuccessful? ana funsuccessiul? iines of actlon”

-~ s = o

Through the comparison of a nwuider of projects we hope to

be able to describe.vproject development in terms of success and

failure, possibly by describing failure and success stages.

In addition to the general resea
we plan to outline a number of specific guestions which will
to the above as well as answering specific blems connected with

organizing target communities.

Fh

Conceptual Problems to be Researched (Interacting factors)

I. Ideologv of the Modlzl

Q]

proposed and sct up by cach

&

What arxce the ideal models
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community control project? The description of the guiding ideology
i
espousad by each project will be researched and compared with the

method used to implement the project.

IIL. Means of imolementation

A presentation will be made of the historical overview of

each project. This will enable a better understanding o

Hh
el
ry
O
[ O]
®

factors that are now or will be affecting the development of pro-

ject strategies. In addition there will

-1
U
(0]

a process analysis of
Projegt development internal and external to the pfoject community.
Factors such as funding sources, size of the coémmunity, ethnic
structures, valﬁe of staff and costs of means (hidden or unexpected)
will be considerea as important determinants to the implementation
of each projectT

.

ructure.

i

ILT. Evolutibn of s

Each of the projects will be described in terms of the

developing roles between staff, and between the project and com-
munity.agencies. The esvolution of this type of interaction within
and without each of the project structures will be studiés to de-
termine what conseguence the developing interaction had upon each
project.

IV. Group Interaction

What effect will interactioan with outside agencies have
upon the project? What influence will the project have on the

outside agencies or vice versa and what, 1f any, adaption occurs

on the part of the project or ageancies? Can the reaction of the
project or agencies be typified or described in terms of attitudes

I

such as resistance, cooperaticn, or apathy?
T+ should be understood that evaluation is considered by this
researcher as a tool for the use oXf the agencies being evaluated

. .- , s _
as well as a descriptive analysis zor the granting agency. There

s J 3 . PR} du 3 L
fore, the information 1s col;ected in a manner that is amenable to

Py s aE
review and consideration by the project staz:z. This review of the

evaluation materials will be carried out in a manner that will
' - == ] S K] =P e
allow us to consider what affect, 1T any, this feedback nas upon

the project.

Information - Collection Methods
An important portion of the analysis will be based on detailled

-3 bout avior of lent taff and citizens
information about the actual behavior of clients, starr and

] h informati £ rell be collected
in the project area. Such lpniormatlon may nost reliably

_ ‘ ' i 1
by on-the-spot observation and interviews. One cannot on.y sSee
what people actually do (in contrast with reliance on their second-
hand report), but one can also interview veople when the memory 1s
’ .

: ] is i iat tl avoidi he
fresh and the cquestion is immediately relevant, thus avoiding t

] tat t oft ts ir interview
vague, general "policy" statements one so-oriten gets 1n an C

which is temporally and spacially removed from +he situation belng
discussed.
3 S “ 4= q anA inter-
We plan, therefore, to rely upon field observations anc inter
?

* . 4 = -,..J_' =
views on ecach neighborhood project for accumulating information IOX

e o




this study. Such observation and on-the-spot interviewing will

be concentrated in the following areas:
l. Project offices - Observe incoming clients -and those who
bring them, if applicable. Observe how they are dealt with
by the project staff. |
2. Projecﬁ,staff ~ Observe interaction between staff as
to the nature and style of interaction.
3. Commun?ty neetings -~ Obser&e the nature of the develop~-
ment of community attitudes toward the projects.
4. Community agencies - Periodic interviews will be con-
ducted to determine the development of attitudes toward +he
project as well as planned action taken that directly affects
the operations of the rroject.
5. Community attitude - Periodic polls will be +taken in
the community to check on the knowledge that has been

generated about the project by the community.

Fh

At certain points in our field work, We will select a sample o
clients and/or members of their families for inﬁerviéwing at their
homes. For certain purposes, a single formal interview will be
suffiicient. However, if the nature of the issue makes a foliow—up
desirable, repeat interviews will be obtained.

We should obtain interviews with at least 200 cases throughout

the period of the study in each neighborhood project. Since this

study is designed as an analysis of a social process rather than

a survey, random or stratified sampling of the respondent group

jol
©

is not necessary. However, it is sirable to obtain responses
from people of a variety of social categories and, for that reason,

the sample for interviews from each project will be selected so as

to obtain a representation by age, sex, social class, and major

~ethnic groups that matches that of each project.

Agencies that have referred clients to the project will be

contacted for interviews. It is hoped that the entire population

of reférring agencies will be interviewed periodically.

Community Research Center records, as well as agency recoxrds,

- will be used for certain purposes, e.g., showing long-term trends

of types of services performed and certain characteristics of the
clientele daily, weekly, and seasonal cycles of demand, proportions

of referrals, and other dispositions.

Each project director has been asked to dictate weekly his
reflections on what happened during the past week. This will help
us identify changes in priorities and program development from the

point of view of the directing staff.

Information analysis will be conducted by the research staff.

.

Following the analysis, the information will be presented to what

will be called here the research committee. This committee will
be made up of the research staff, the elected officers oi the pro-

gram and those others the elected officers may feel belong on




NEIGHBORHOOD ALTERNATIVES PROGRAM

1649 GOLDEN GATE AVENUE
SAN FRANCISCO, CALIFORNIA 94115
(415) 567-1391

June 27, 1972
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Mr, nichard wist

Criminal oustice Specialist
UnUoCod .

1927 - 13th street
sacramento, calif. 95814

bear Dick:

Herewith the long delayed evaluztion by mike nowe of snergy
and nYAC in Hunter s r01n+ \ pages 10 through 16, and 17 through
27. 1t aprears thut the rep ort wes fin.shed over two weeks a0
but that mike fely we couldn't hand it in till rloyd Secbro ol
NYAC hai seen it ags mike had promiqed - and vith mike sway one
weelk and ployd the next they just haven t been able +o get to-
gether,

L had occasion to use the wupergy evalvation in an applica-~
tion. As i% hlta, I think, the crucial element of the progran
L am atteching ¢ copy of the page and a half to this letter.

LT seems to me that a comparaple anaiysis shiows uyp the
nunters roint operation very favorably. uver a 14 month period
NYAC had 163 re.errals Irom the Probation Depa tmont - 94 602s
and 69 60ls. uf the 99 kids referred between February and
November, 1971, 45 percent had beea discher e from probation
by may 1972; of tihe remaining 55 per cent onWy 13 have recid-
Tvated. 1hat means 15 per cent of the or.ginal 99. whet's
a remarkable rboora for any group on ﬁrobabion and searcely be-
lievable for & zroup from Hunters Point where jobs are non exist-
ant and the pollce are culy too reudy to harass.

We'll be through here oa Friday. rou have been very uwind
and it has been a plezsure to work with you.

Sincerely

QW/\,W

John R. Ellingston
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Probaéion Departméht. Thze represented, eépecially ;n the
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:?Qnse and by six-month periods trom October 1970 through
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erarch i97g,, In addition the table reveale a total of 61

o K

?youngaters referred by school administrators and 49 who were

mbrought in by frlends or came in on-their ownufor counseling
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April '71
. to ‘ to ~‘to Ll

'March '71 Sept. '71  March '72 =+ Totals
Comle 230 .39 C32 101
‘Deth 6018 o j;ﬂff' S - S 28 -
" scﬂéol ” S0 31 20 61
. | 3 19 .27 . 49
| R AT 07 ee . 239

? 7§“ec. 602 of ‘Ccalifornia’s Welfare snd Institutions Code mefers

to delinguents whose actions would constitute a crime if com-
~mitted by an adult.

@& Section 601 identifies persons under 18 whose acts are commonly
;elassified as "delinquent: tendencies" such as running away and
habituel truancy.

mber 1971, only © per eent‘have had new petitions £iled against

This remarkable degree of success = 91 percent - is report-}l
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