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INTRODUCTION AND BACKGROUND

v
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A. Purpose and Scope

The purpése of this report 1s to present an evaluation or
assessment of the st;tus of the Vindicate Society Project to
date.. Emphasis is placed on status réther than outcome or
effect because it is too early or‘premature to make the latter

) ‘ﬁfpe of assessment. In other words, as our findings reveal,
'the project is still in its developmental stages.

Thus, the report evaluates or assesses the ;roject in terms
of its Capability Objectives rather <han its Performance Ob-
jectives. It co%ers the first 18 months of the project, i.e.,
froﬁ July 1973 to December 1974, In this vein, implementation

'Vﬁs ;he focus of this report., Accordingly, the report‘contains
' _inf;nrmaAtion on the achievement of the project relative to its
éoals; i.e., Capability Objectives; the Organization of its
staff; project activities; conclusion and recommendations. The
basic formét or outline of the report includes, in addition to

this section, sections on methodology, limitations,finding,

summary and conclusions and recommendations.

B. Brief History of Vindicate Society Project

A number of factors are responsible for the conception of
the Vindicate Society Projgct. Perhaps the most important and
determining factors were the realization, on the part of its
founders, that over 507 of the major crime in khe City'of Newark

. is committed by juvenile offenders and that they maintain an
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;bjecﬁive was modified further to include 100 residential youths
and 300 ﬁon—residential youths.

The project has experiencéd some difficulties in locating and
purchasing a facility. Se&eral attempts have been made to obtain a
facillty; howéver, each attemp£ has resulted in failure, the reasons
bedng that the building had been taken off the market, it had been
committed to other agencies within the state o? it did not meet all
of the requirements of all parties involved. Other reasons, reported
by project personnel, for the unsuccessful attempts and purchase
include conflicting local and federal requirements. For example,
Vindicate staff report that the State Taw Enforcement Planning Agency

(SLEPA) required a Certificate of Occupancy to be issued prior to ité

release of funds. However, they allege that the municipal government

required renovations to be completed prior to the issuance of a Certi-

ficiate of Occupancy. But funds were needed in order to complete
such renovations.

The failure to obtain a permanent facility has introduced
additional problems and limited the project both in nature and in
scobe‘ At presgnt, the project is using spacé at the Y.M.C.,A,.
to accommodate its residential participahts in such activities as
sleeping, dining, recreation and counselling. The project's
administrative office is located in another facility and in another

-

part of the city. This means that there is a great amount of shuttling
back and forth between the Y.M.C.A. and the administrative structure of
the project in that there are additional demands for coordination

and communication. Morever, the project had operated in this
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fashion witﬁout a secretary, which means even more strain on the
adminisfrative structure. In fact; the project used High Impact
secretarial staff to handle it; correspondence and other clerical
activities. But this approach had negative consequences in that
it added anotﬁer shuttle poin£ and more strain,

'Some of these problems have been alleviated. In the first
place, the project now has its own secretary. Thus, there is less
shuttling between Vindicate and High Impact offices. Sgcondly, the
prbﬁect director has developed soﬁe administrative‘strategiés which
generate a more equitable division of I -'bor and which, in turn,
reduce the anount of shuttling time for certain individuals if not
all'individuals.

In sum, the project‘appears to be still in its developmenﬁal
_stages and is experiencing sowe difficulties in the areas of admin-
istraztion, recruiting participants and acquiring a permanent facility.
Each‘of‘phese problem areas has - had some impact on each other so as
to impede program developmentAand exacerbate all attempts to apply
solutions to these problems. Nevertheless, there are scmé signs

wvhich indicate that these problems are being attacked and solved.
11 METHODOLOGY

A. Data Collection and Instrumentation

The information on which this preject is being evaluated or
assessed was collected through visits to the project by the
High'Impact evaluation and moniltoring staff, These visits took

the form of a project audit in which information was collected

on the organization of staff, staff positions occupied or vacant,




program phgses, including the number of participants entering
and leaving each phase and the results. In addition, several

y
reporting forms were developed so that the project could report
data descriptive of its participants as well as its staff,
Other documents, such as correspondence and/or written.feports,

generated by High Impact and Vindicate staff were used,

particularly in the review of the project's history, as well.

In most cases, there was a strﬁng attempt by the High Impact
evaluation and monitoring staff to verify the data collected.
The methods used for verification in¢luded interviews of
prﬁgram personnel ésbwell as~peréonnel in the courts and social

or state agencies; inspection of project records as well as the

use of consistency checks on all data received.

B. Data Tabulation and Analysis

The ddta collected from-the above instruments or sources were
tabulated by hand and frequency and percentage distributionsR

were generated on the resulting tabulations. Analysis of the data
is accomplished through the comparison of percentage distributions.
No attempts are made t® interpret the statistical significancé.of
differences. In this vein, the report is more descriptive than

anélytica1,

%




"IIT LIMITATIONS
"

This brings us directly to the limitations of the report.
There has been several limitations placed on the evaluation
effort surrounding this project. First of all, the project
éxperienced some difficulties in completing some of the
levaluation forms submitted to it by the High Impact evaluation
staff. The difficulties resulted in a backlog of Performance
Management System (PMS) Forms to be completed és well as
Parﬁicipant Histéry Forms and Participant Progress Repgrts.

Only the PMS Forms have been brought up to date at this writing,
f'whi;h means there is little or no information on a nuﬁber of
'u:pérticipants who have entered and left the program.

" “These gaps in the data are beiné closed through careful
and continuous monitoring by the High Impact staff and improve-
ment in the internal management of data by the Viandicate staff.

IV  FINDINGS

A, Summary of Findings and Achievements to Date

ihe project has been limited in achieving its Capability
. and Performance Objectives because of its irability to locate
and purchase a suitable facility which would satisfy the con-
éerns of theAvarious admin;strative agencies. As of the period
covered by this report, 156 youths have been contacted by the
project and 86 (55.1%) have been enrolled into'the program; Of

the 86 enrolled, 15 or 17.4% have graduated from the program and

<y



another 15 are still enrolled in the program. The remainder

. (56 or 65.1%) of the enrollees have terminated their program

stayleither voluntarily or involuntarily. This means that the
program has a retention rate of 34.9%. 1In fact, from July 1973
K .

to December 1974, 36 (41.9%) of the 86 enrollees left the
project.

Howgver, i1t can be said that those youths who remailned in
-the prograﬁ received special attention, Thus, all 15 youths,
swho are curréntly in the proéram, are employed either on a
part-time or full-time job. Moreover, nine {60.0%) of the 15
enrollees are currently in school. Similarly; all youths who
enter the program have participated in sroup counselling

sessions. These sessions sppear to have been beneficial for

somé youths. The Counsellors-in-Training (CIT), all uf whom

. are former Vindicate enrollees and who help in counselling

%

‘'other youth in the program, are indicative of such benefits.

Nevertheleés, as witnessed by the.high rate of attrition, it
appears the program may not be, or even cannot be, beneficial
to all youths who apply to it. The answer to this queétion
woulq require us to focus on the CIT and/or other youths who
‘have remained in the program for a longer period of time.

One problem which looms large in assessing.the achievement
of thils project, is éhe lack of data. For example, pre-tests
have been administered to participants but in many cases no

post-tests. Thus, there is no basis for gauging progress or

'

improvement over time. In addition, Student Progress Forms

as well as Student Profile Sheets were not available for all

g
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‘participants. Furthermore, tHe Performance Management System
‘ (PMS) Forms were completed incorr.ectly and submitted to- the

evaluation section too late to be corrected or revised.

In sum, both the operational and evaluative aspects of

this project are replete with problems. The search for a

suiﬁable'prgggnent.facility, the delay in hiring a secretarnry

and éhe tardiness in responding to evaluative information such

as the PMS Forms contributed significantly to these problems.

) :There are, héwevef, signs of improvement in all of these areas
in that a secretary has been hired, a facility has been selected
for inspection by LEAA, SLEPA and Impact, and the PMS Forms are
being submitted on a regular and punctuai basis., |

As for the attainment of the Performance and Capability
Objectives, the project is evaluated or assesséd as follows:
@

- 1.1.0 PERFORMANCE OBJECTIVES

.1.1.1 To contribute to the reduction of overall
Impact érime by 0.62:
Due to the lack of data, it is not known at
this’writing the extent to which this project
has contributea to the reduction of overall
Impact Crime. l
1.1.2 To reduce overall juvénile target crime
recidivism by 20.2% in the two years.
This objective cannot be fully assessed be-
cause the project has not been'in existénce
‘ for two years, and the Case Tracking System

for measuring recidivism among Impact Project

participants is not fully operational.



Té keep recidivism on the part of participant
youths to a maximum of 12%.

As it was said in (1.1.2) abhve, the rate of
recidivism can not be measufed because of the
incomplete Case Tracking System.

To raise thé educational level of participant
youths.

The above objective cannot be assessed because
of incompleté testing or test data. That is,
for some participants there is no record of

a test taken at time one (tl> or kime two (t2).
To increase the'employment capabilities of
participant youths.

In as mpéh as all youths participating in the
project are.involved in some type of employment
it can be said the projecf is'attaining this
objective. . ‘

To develop inéight into the self and group
destructiveness of criminal beﬁavior.

There is no objective data avaiiable to assess
the extent to which this objective has been
attained, It can be said that the activities
in which the youths participate (i.e., group
counselling, recreational activities and com~
petitive sﬁorts) seem tb be helping the youths
in this direction. This seems’' to be supported

by positive statements made by the youths about

themselves and by the program monitors.



To minimize voluntary attrition on the part

of participant youths,

The project has failed to minimize the rate of
atfrition. As it was said above, youths are
leaving this project at a Vefy high rate. That

is, 56 or 65.1%7 of the 86 youths who enrolled

- initially in the program have left without

completing the program.

1.2.0 CAPABILITY OBJECTIVES

I.2.1

To accept 100 resiéential youths and 300
non-residential &ouths per year.

Having accepted only 86 youths during the
first 18 months ofv0pération, the project
certainly did not meet ghe first part of the

objective. Similarly, the project did not

‘meet the second part of the objective. It

contacted only 156 youths during this 18-
month period and, from the PMS data, enrolled
only 34 participants as non-residential youths.
It should be said at this writing that the
project personnel as well as High Impact
personnel recognize the objective as unrealizf
able and have modified it to include 35
residential and 100 non-residential youths.

To provide a significant alternative to

incarceration for juvenile court adjudicated

Newark Target Offendecr youths.




They are:

¢ Set 1

Set

.a)
b)
c)

d)
e)
f)

- g)

h)

i) ('

)
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a)

b)

c)

d)

e)

There were two sets of activities proposed

by which this-objective would be assessed.

Procure femporary operatirg facility.
Locate and select permanent facility.
Procure City approval to purchase
facility.

Purchase facility.

bEbign renévation plan.

Renovate the permanent facility.

Hire clerical support staff,

Hire administrative staff.

Hire counsellors.

Hire counsellors in-training.

Establish referral in-take liason

with Juvenile Court.

Establish referral in-take liason
with State Division of Youth and
Family Service.

Establish referral din~take liason
with Essex Coanty Youth House.
Establish referral in liason with
other programs. '

Establish liason with Manpower

correctional agenciles.

¢

11




1.2.3
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£f) Orient and train counsellors
and CIT's.
g) Establish Counsellors/CIT Teams.
h) Ascertain number of eligible
youths for project.

All activities under Set I and II have
been completed except those related to
obtaining a facility (i.e., Set I,
b-f). Both Clerical and administrative
.staff have been hired. Also, couﬁsellors
and counsellors—in—training have been
hired, orienteﬁ; and assigned to teams.
Vindicate has liason with such organi-
zations as the Adult Learning Center,
the Basic Education Center, Bell Labora-
tories, Independence High School and
Newark Prep (both of which are Impact~-
funded programs), the Juveniie Con-
ference Committee, Neighborhood Youth
Corps, Newark Board of Education, Newark
Housing Authority, the Essex County
Probation Department, North New Jersey
Cowmunity Union and the American Civil
Liberties Union.

To offer eéucational and vocational programs

to participating youths in order to enhance

their sense of self-wdrth and theilr objective

capacity to compecte in society.




The data to verify the attainment of this
,objective 1is found in the PMS Forms in Capa-
bility Objective Measures (1), (ii) and (4ii).
Each of these sets of Measures will be des-
cribed separately.
(i) This set of measures indicates the
numbeyr of youths who received reading,
math and skills tests as well as the
numbe; of youths referred to the public
school system and GED classes. The
data revealed that from July 1973 to
‘December'1974, the period covered by
this report, no non-residential youths
wefe tested. On the other hand, a.total
of‘73 tests were administered to resi-
dential‘youths during thi; period.
Seventy-three tests are referred to rather
than 73 persons because it is
possible that some of the youths Qere
tested more than once. Similarly, only
three feferral; to public schools and
referrals to GED classes were made for
the approximately 20 nonresidential youth;
reported to have been attending the
program during that peFiod. Hoﬁever, for |
the residential youths, 6i referrals to

public schools and 13 referrals to GED
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classes were made during this period.
Thus,.in the areas of testing and
referrals, much more was done for the
residential youth than for the non-resi-
dential youth,

(11) This set of measures indicates the
number of youths (both residential and
non—;esidenﬁial) who were enrolled in
Adult Basic Literacy Education; assessed
for vocational ambitions; enrolled in
vocational twaining programs and
.apprentiCeéhip programs, and had part-
time jobs procured, The data show no
nonresidential youth being enrolled in
Adult Basic Literacy Education. Simi~
larly, the datz show no nonresidential
youths have been assessed for vocapional
ambitions. However, the data show
that four nonregidential youths who were
enrolled in vocational training programs
had jobs éuring this period. On the
other hand, the data reveal ‘that no
nonresidential youth was enrolled in an :
apprenticeship program. The data are
quite different for ﬁhe residential youths.
They show that 46 residential youghé were
énrollcd in Adult Basic Literacy Educa-

tion; 32 were assessed for vocational
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ambitions; 30 were enrolled in voca-

tional training programs; 1ll1l were

"enrolled in apprenticeship programs, and

20 ﬁad jobs procured for them. Again,

as far as these areas are concerned

(and as reflected in thé data), the
residential youths appear to be attaining
the program (Capability) objective in a
greater degree than the nénresidential
youths. |

The final set of measures denotes the

.number of residential and nonresidential

Y

youths receiving stipends and urinaly-

sis tests.

The data show éhat no nonresidential
youths received stipends whereas five
resideptial youths received sﬁipends
dufing the period covered by this report.
However, the dgta show that more uri-
nalysis tests were given to nonreSidential-
youths than to residential youths. In
fact, the data show that 83 urinalysis
tests were administered to nonresidential .
yopths but only 68 were administered to

residential youths.

In sum, the data reveal that the pro- .

‘grah is offering educational and vocational

training to the residential youths at a
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. greater rate than for nonresidential
youth§. In fact, the program seems to
- have ceased recruiting nonresidential
youths in that the brogram began with
about 20 and has not added more to its
roster,
. v 1.204 To provide youths witﬁ models of behavior;
| wvhich are recognizable in terms of their own
experience agd racial and economic identity.
The activities designated to support the
achievement of this 6 objective are as follows:
a) ~Identify. counselling types.
b) Complete Juvenile History Forms.
: 4 c) Estaglish individual counselling
relationships.
d) ©Place youths in counselling group
sessions.
The measures indicating or describing these
activities are listed below:
a) The number of eounselling approaches
attempted;
Six counselling approaches were attemp-
ted, .They are:

' . (1) Intergroup Counselling

Each resident i1s assigned to a
counselling group according to

the stage of the program he has




2

17

° |
mastered. These groups are
small in membership (3-4) to
insure individual attention to
specific problems any member may
b; experiencing. They are de-
signed to help residents identify,
clarify, and solve behaviof and
attitudinal problems. Also,
the use of stages or levels
inherently give the participant

a feeling of upward mobility

toward his ultimate goal of

graduation.

Peer Group Counselling

Peer groﬁp counselling is
utilized for all digcipline
problems among the residents.
It is the means by which rules
and regﬁlations are reguiarly
reiterated and monitored for
compliance. The peer group
counselling technique is also
used for determining sanctiomns
for non-compliance., This tech-
nique is closely supervised and
guided by the,traiﬁed Eoun;ellors
to assure its productivity and

usefulness.
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(3) Behavior Modification .

This aspect of the counselling
procedure entails assigning

certain tasks to ﬁhe counsellee
that are designed to change his
unsuitable behavior pattern.

This technique is only used in
severe cases where all other
attempts to alter his behavior

have been expended. The gasks

are usually physical in nature !
_(boxing, running, pushups) and
are.fepeated each time the
counsellee exhibits the specific
undesirable behavior. It is
assumed that the repeated stren-
uous exercise will revefse the
reward pattern for undesirable
behavior as defined by the program.

(4) One-to-One

One~to-One counselling is domne
on a continual basis. All
residents are assigned to a
counsellor upon entry to the
program. This ccunse}lof is
responsible for the basic well-

being of the resident. He has




(5)

(6)
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the responsibility of seeing that

the cognsellee 1g following his
specific rehabilitation plan and

must have daily contact with him.

There also exists specific time(3)
‘slots when the>counsellor must sit

down with the counsellee in private

to discuss his progress in the program.

Group Discussions

Grdup discussions are conducted at
least 3 times a week. All residents
‘and councellors come together to
communicate weekly activities,
grievénces, policy cﬂange and éo
forth. it is at this time also that
attitudes and behaviors are dealt with
in the group atmosphere. Planngd
activities and/or changés of the same
are announced.

Differential Association

in attempts to provide acceptable
behavior models to the residents, the
project brings successful businessmen
and career people to talk to the
youths. It is believed that the

youths need to see successful re-

flections of themselves so as to
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motivate them in their career
aspirations,
S) Complete Juvenile History Forms.
¢ . According to the PMS Form, 38 of the above
forms have been completed. However,
complete information‘is available only on
37 dindividuals.
¢) The number of non-residential youths
established in an indiﬁidual councélling
relationéhip.
The data reveal that for the six—mpnth
'period of July - December, 1973, a range
of 12 -~ 18 non-residential youths were
established\in individual counselling
'Telatioﬁship éach month. After that period,
the data indicate no other non-residential
youth so éstablished.
d)A‘The number of residential youths established
in an individual counselling relationship.
The data show for the entire 18-month
period covered by this report, a range of
0-21 residential youths were being estab-
lished in individual counselling relatioan-
,8ships each month. There were 68 such
relationships established during the 18-~
month period. Therefore, the méan number
of individuél counselliﬁg relationships

established cach month was 3.7 or nearly
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£)

4 each month,
The: number of non~residential youths

placed in group counselling sessions,

Thg PMS data indicate that 44 placements

of non-residential yduths into group
counselling occurred during this period.
This low figure is probably due to the early
termination of non-residential youths from
the program as well as some misinterpret-

ation of the PMS Forms.

The number of residential youths placed.

in group counselling sessions.

For residential youths, there were only

36 such placements during the 18-month
period as indicated by the PMS Form. This
figure is too low to be accurate. First
of all, it is lower than the one reported
for non-residential youtﬁs, who were fewer

in number, and terminated their stay in the

, program earlier. Secondly, other informa-

tion reported to the Evaluation Unit both

by the project staff and our monitoring

‘staff supports this claim. For example,,

Vindicates reports that the number of youths
ever leaving a job is 64, which is greater

than the above figure.
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1.2.5 7To refer rehabilitated participants to the
vocatilonal, educational, health and other

referral points available to Vindicate Society.

There are two project activities identified as
instrumental in achieving this objective, They
are:

[

. a) Refer rehabilitated youth to positive
life activity.
b) Provide follow-up for participating

youths.

The measures designated to indicate these

. activities are described below.

(1) The number of non-residential "rehabilitated"

youths referred to positive life activity.

According to the PMS Form, there were two
such referrals of non-residential "rehabil-

itated" youths during the 1l8-month period.

(2) The number of residential "rehabilitated"

youths referred to positive life activity.

-

During the 18-month period, 18 referrals of
'this type were made. There is no further
information on the actual number of youths
(residential or non-residential) judged to
be "rehabilitated". Thus, it is very

*difficult, i1f not impossible, to determine

'
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the extent to which "rehabilitated" youths
are being referred to positive life

activities.

(3) The number of noﬁ~residential "rehabil-

itated" contacted for follow-up.

The data from the PMS Form indicate that

2 ﬁon—residential rehabilitated youths were
contacted for follow-up purposes. For
reasons similar to the one given directly
above, it is not possible to assess the
efficiency or the effectiveness of these
efforts with regards to these types of

participants.

=

(4) The number of residential "rehabilitated"

youths contacted for follow-up,

The data from the PMS Forms reveal that there
were 91 contacts made during the 18-month
period for the purpose of follow-up. However,
it 1s difficult to assess the accuracy of
these data since in some cases the entrigs do

not appear to month specific. That is,

the entries sometimes appear to refer to

contacts made prior 'to the month #in which

the entry is made.

In conclusion, no assessment can be made of the extent
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to which the project is attaining its Capability Objectives.

This is particularly true of Capability Objectives 1.2.4

"and 1.2.5. The other three objectives have been achieved

only to limited extent. The factors which seem to stand out

,as limiting the achievement of these objectives are related

to the purchase of a permanent facility; the recruitment and

retention of youths.

B. Description of the Population Served

The information included in this section describes the 86
youths who were enrolled in the project during the 18-month
périod. Twenty of them were enrolled in the project as non-
residential youths and 64 were enrolled as residential youths.
These youths were for the most part black and their mean age
was 16.3 years., Table 1 on the foilowing page shows the
number and percentage of previous arrests of Vindicate Society
enrollees. The table shows that most youths have had at least
3 previous arrests. Tﬁus, the mean number of arrests for these

youths is 3.8. Table 2 reveals information on the previous

_number of arrests by age. When the mean number of previous

arrests is calculated for each of the age groups, the

following means are obtained:

Age Group %?.
15 3.8
16 3.4
17 3.9 '
18 4.3

‘
Co

Thus, with the exception of the l6~year olds, there is a

tendency for the mean number of arrests to increase with age.
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Table 3 shows the number and percentage of Vindicate Society
enréllees previously arrested by type of offense. The
revelation is not entirely unexpected. Most offenses pre-
viously committed are Breaking and Entry--the same as the city
as a whole. Even when the information in Table 3 is .catégo~
rized by age-group as in Table 4, the finding still holds;
i.e., Breaking and Entry accounts for most of the offenses
previously cbmmitted by youths in any age group. Both Tables
3 and 4 illustrate that Atrocious Assault and Battery,
Breaking and>Entry, Larceny, Robbery and Auto Theft are the
offenses for which these youths were most frequently arrested:
| Thus, the background of these youths is characterized

by a definite involvement in crime and, consequently, it
apéears that they have a need for a program which would give
them some special attention. The data describing their
background seems to indicate also that if they do not receivé
this special atteﬁtion, they will contiﬁue their involvement

in crime and possibly enter criminal careers.

C. The Organization of Staff

The project's staff consists of the following personnel:

Project Director

Assistant Project Director

Administrative Assistant .

Education Specialist

Head Counsellor for Goordination

Head Counsellor for. Supervision
Counsellors (5) '

Jr. Counsellors (Counsellors-in-Training)
Secretary

There appears to be a definite division of labor among
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staff. The Project Director is involved\in the overall
boordination of the project. The Assistant Direcgor, who ié
an attorney, acts as legal counsel to the project, and
supervi;es the administrative and suppbrt staff. The
Administrative Assistant is involved in bookkeeping and per~
forms other administrative tasks. An even more definite
division of labor exists among the Counsellors. For example,
in addition to being involved in individual and group
counselling, one counsellor, who is called a Head Counsellor,
is responsible for the total coordination of the ccunselling
staff. Another counsellor, also a Head Counsellor, sup2rvises
the Jr. Counsellors. Moreover, another counsellor is respon—.
sible for the intake phase of the project. S:+ill another is
respongible for job ﬁlacement and follow-up. On the other
hand, the Jr; Counsellors are all involved in group and
individual counselling. They are primarily responsible fer the
supervision of the residential center. Finally, the secretary

performs various secretarial and clerical tasks, including

completing evaluation information for the case tracking system.

D. Project Activities

1. Referral
Vindicate receives its referrals from the following sources:
1) Probation Department, 2) Essex County Juvenile Court,

3) Division of Youth and Family Services (DYFS), and 4)

Juvenile Conference Committee. All'referrals must come

through the DYFS because they pay the room and board for




the participants.

The fime span from referral to gctual placement varies
wi}h each referral source. The Probation Department takes
average of 2 to 3 weeks. The Es;ex County Juvenile Court
has a time span of about 4 days. DYfS takes appéoximately
2 to 3 weeks. Finally, the Juvenile Conference Committee
takes 2 or more months because this is a non-resident

component of Vindicate.

The three staff members involved in this process are the
Project Director, the Intake Counsellor, and the Jr.

Counsellor, who act as liaison officers for Vindicate.

2. Intake

The intake process follows several steps.

~a) The referral source forwards the name and backgrouna
information to the Project Diréctor or the Head
Counsellor for Coordination (HCC), both of whom are
often present in the court, This is done by personal
contact or by phone. A personal interview is
conducted at this time by the Project Director or the
HCCdto determine whether the prospective participant

. meects the criteria of the program and exhibits the

attitude that is conducive to the- program's treatment.

b) Once this determination is made and the participant
meets all criteria, his case histor§ is forwarded to

11 Hawkins Court. The participant is taken directly to

'
'
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to the resident quarters, and the HCC fills out a
Basic'Infbrmation Form on him. Then he assigns
him' to a permanent counSellor.and a room. Then he
takesAthe responsibility of broviding the participant

with all necessary hygiene and personal facilities

and rules for the residents.

Next, the counsellor meets his new counsellee and is
responsible for familiarizing himself with his case
history, which is located at the administrative offices
at 11 Hawvkins Court. The Division of Youth and Family
Services is responsible for sending the case history to

Vindicate.
Diagnosis

Diagnosis of Vindicate participants is not handled

by its in-house staff. The case history forwarded by

. DYFS includes a medical and psychological report

administered while the youth was confined to the youth

house,

However, Vindicate does employ a part-time psychologist.
She has made several evaluations of participants on the
basis of personal interviews. The rest of the in-house
staff engages in making judgements and assessments:
concerning individuals' progress or lack of it. This

is done 6n a collective basis of all counsellors and



29

the administrative staff.

The other phase of diagnosis 1s done by the Education
Specialist. He deals with the assessment of learning
skills of all participants through testing, observations,
etc. All medical diagnoses are conducted by the Martland
Medical Center of Newark, N. J.

4., Referral/Placement
(In treatment modality)

All out referral of Vindicate participants must be
channelled through the Projéct Director: The only agencies
that have received referrals from Vindicate for services
are l)‘The Adult Basic Education Center, and 2) the

psychologist~Gwendolyn Jackson has 10 residents in treat-

ment under her care. -

Any medical problems are referred to the Martland Medical
Center. The program did not experience any major

medical problems during the period covered by this report.

5. Treatment Modality

Vindicate's trcatment‘modality includes gr¥oup therapy and
iﬂdividual coungelling . Group therapy is conducted at
least 3 times a week. JIndividual counselling is done
approximately twice a week. Howevef, informal counselling
is.done on a céntinuous basls whenever the need arises.

4¥1 counsellors, Jr. Counsellors and administrative staff
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.

are engaged in the counselling process.

Recreational and éultural activities are all considered

a part of Vindicate's treatment modality. All staff members
are involved in these activities. Vindicate operates a
baéketball team, has méhthly camping tripstand gym sessions
" with its participants.

6. Monitoring and/or Supervision of
Treatment Modality

4

The Projecﬁ Director oversees all functions of treatment

and evaluation. Evefy Wednesday a meeting of administrative
and counselling staff is held at 11 Hawking Court for the
discussion of any problems. A special staff meeting for
resident Jr. Counsellors is held at the resident quarters
for discussion of any problems concerning the living

quarters.

The Project Director holds special conferences with the

Education Specialist when such meetings are necessary,

7. Job Placement

The job placement is handled by one staff member who i;
responsible for: the placement of participants on job sites.
" He 1is helé respongible for the pargicipantsf attendence

and tardincss‘oﬁ the joﬁ site. He also visits tﬂe job sites

during working hours to discuss with the employers the

participants' work attitude and habits. This person, who




is a counsellor, serves as job developer for Vindicate

on a small scale.

3
The job sites are the following:
Martland Hospital
Y.M.C.A,
. Vindicate Society )
Independence High School
Basic Education Center
ACLU
Blazer Tools
Blazer Auto Mechanics
Fifteen participants were employed during this reporting

period.

8. Followqu

All graduates pay weekly visits to the Project Director
or he visits their homes. Graduates are encouraged to
visit the project and participate in group therapy sessions.

There are 15 graduates of Vindicate Society.

The above descr&ption reveals that Vindicate has developed a
process through which youths can be contacted, treated and possibly
rehabilitated. The process as outlined above appears to be suf-
flicient to expose the participants to both fhe treatment modality and
other referral services. However, strain seems to appear due to th?
lack of a more stringent division of ‘labor. That is, the Project
Director appears as a ,main éctor in each of the program phases, which
would be positive if his role were relegated solely to the integra tion
of program resources or staff. However, it appears that his role
is one of program output in the form of prov%ding services, etc,

For example, it 4is indicated that the Project Director foilows up
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on each of the participants who have graduated. Thils could be a
function &elqgated to the counseilor who has, 1) interacted with the
participant during his program stay; 2) been (or should be)
thoroughly familiar with his case history inside as well as outside
of the project; and 4) had (hopefully) some influence on him in
terms of being a model by which he could either guide himself or to
'

which he would like to aspire. In'short, this person should be the

the logical person to follow-up on the participant.

If this were to happen, the benefit to the program would be
multiple and would increase in an expoﬁential progression. In the
first place, it would relieve thé Director of this task and allow
him to devote more time to the integrat%on and coordination of staff
ﬁnd othe{ resources. Secondly, the participant Would‘interact with
his éssigned counsellor. Thus, treatment,in some respects, would be
ethnded. Finally, but certainly not exhausti&e of all possible
benefits, by having éhis responsibiiity the counsellor would be put
in a ﬁore demanding position to establish a closer relationship with
the participant, which could, in turn, have an effect on thé retention

rate.

V SUMMARY and CONCLUSIONS

Several disclosures arise out of the review and presentation of

-

the above findings. The above presentation reveals:

v

1) That the program has not met several of its objectives.

'

2) That several of the progrdm objectives could not be assessed due

to the lack of supporting data or the presence.-of data which

are inaccurate or difficult to interpret.

-
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3) That the problem of 1océting and purchasing a permanent
facility seems to cut across all problem areas.

4) That the project has identified a viable process through

4which youths could be rehabilitated.

5) That the present division of labor or role assignments--
particularly as it applieé to the Project Direétor and the
Counsellors in the follow-up phase~-needs to be redefined
to reduce strain and to increase resgurce integration and
coordination.

6) That the attrition rate is high but the youfhs who remain

in the program seem to receive significant benefits from it.

It can be concluded from the above findings that the program
:couid benefit from an intensive review of its objectives with the
view of modifying them. Also, the findings iﬁdicate a need for amn
assessment of roles assigned with tﬁe view of reallocatiné along
the lines of a more functional division of labor. Finally, the
findingé suggest that the p?ogram is needed and could be a viable

force for rehabilitation of youths in their own community.

VI RECOMMENDATIONS

The following recommendations are submitted:

\

1) That the project he extended to allow it to spend its funds

and locate and purchase a permanent facility.

’

2) That during the extended period there be an assessment and
reallocation of roles along the lines of a more functional

division of labor.




3)

4)

That the Impact evaluation staff give the Vindicate staff
an intensive training on how to complete the PMS Forms 50

as to reduce error and misinterpretation of data.

That the Project Manager and the evaiuatibn/monitoring

.staff provide the Project personnel with training in the

storage and management of data for the purpose of evaluation

as well as program action.
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