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Introduction 
by Lady Plowden 

Juvenile delinquency is nothing new. However, crime figures for recent 
years suggest that more crimes are being committed by young people 
under 17. This is bound to cause concern, as juvenile delinquency 
always has done, but in searching for solutions we have to be careful. 
Commonsense tells us that young people get on the wrong side of the 
law for many reasons and no one blanket solution - lock them all up, 
give them all family therapy, short residential courses or the oppor
tunity to build canoes - is likely to be the final answer. YVe need a wide 
variety of provisions; we need better techniques of diagnosing the 
causes of a young person's anti-social behaviour; we need much more 
experimentation. 

The Hammersmith Teenrlge Project is one small experiment in one 
London borough. It is a project which was set up in 1974 by NACRO 
in conjunction with the Hammersmith Social Services Department. It 
has tried to provide an alternative for young people in trouble whom 
the courts consider should be sent away to a community home school, 
detention centre or borstal, and for those at risk of going in the same 
direction. After three years of being run by NACRO with funds from 
private and public sources, the project is being taken over by the 
London Borough of Hammersmith as part of its regular social services 
provision from April 1978. This booklet chronicles the progress of the 
project, its successes and failures, so that olhers can learn from its 
mistakes and build on its successes. I hope it will be useful to those 
wanting to set up similar schemes, whether in social services department 
or voluntary organisation, to juvenile magistrates, to teachers, in fact to 
all concerned with young people in trouble. 

In 1975 the project set up a Commi.ttee under my Chairmanship to give 
advice on how the lessons of the project might be disseminated and 
such work extended into other areas. This booklet is one of the out
comes of the Advisory Committee's work and 1 am grateful to all my 
collei ,~tJes for all the time and effort they have put into this venture. 

March 1978 



Two Hammersmith Teenagers 

"I live in the White City Estate. What I think of it is not too bad 
because there is lots of things you could do such as go to the adventure 
playground. There is most things you could do such as play an the slide 
or rLln up and down the beam or play on the Tarzan swing and other 
better sports. On Friday you could go to Fulham Town Hall to listen to 
sounds. Sounds is just the same as discos. So you could go and enjoy 
yourself and besides Fulham Town Hall you could go to another club 
it's called Blythe Hall that is not so bad. Anyway there are a lot of 
clubs going on all week so you could go and find out what it is like." 

* * * * * * * * 
"I have been living in Fulham for tlve years. The area is quite good, 
very lively. There are a few clubs around for instance like the 
Brunswick Boys Club. This is a good club. You can do anything you 
please. They ha~re a colour T. V. in the lounge where seniors can sit 
down and watch telly away from the juniors in peace. They do a lot of 
boxing down there and do a lot of football and have a very lucky foot
ball side. Outside there is a five-a-side football pitch. Every summer 
football competitions start there! five-a-side. 

As well as doing that they do a lot of plays. So far they have done 
·''Oliver.' and 'Bye Bye Birdie' and 'Kick off at Three' and 'Sweeney 
Todd the Barber' and 'Dracula'. Fulham is a good area to live in because 
we have three football grounds next to us, so we can have a choice. 
They are mainly Chelsea and Fulham supporters. 
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There are a few parks. The best one is Bishops Park because the grass 
is looked after, so are the football pitches. 

We go to the pubs for entertainment. They are really good, the blokes 
who own them. 19oJo one special one every afternoon and every 
evening after ice-skating. I only go in there for one thing and that's to 
playpoQ/. Last night the ma-nwho owns the pub let us stay in there 
until half past eleven to watch football. We always offer to buy him a 
drink. If he retuses we put 'Up Town Top Ranking' on. That record 
drives him mad. 

They have lots of discos around. It's a very friendly area. I hardly stay 
in the area of Fulham. I go to ice-skating at Queensway. 

I have been at the Teenage Project for about four months now. It is 
very good because it's disciplined. We learn a lot of things. The staff are 
fair. We do a lot of activities, like horse-riding and ice-skating, 

We have to be in by ten o'clock and do two hours of work and then 
we play games for half an hour and then go for dinner. 

The aim of the Teenage Project is to help people like myself to get 
back into work what we've missed either playing truant or making 
trouble in school. I regret the trouble I've made. I wish I was in a 
normal school. My reading and writing is not good enough, as yet, but 
hfJpefully soon 1'1/ be good at work. 

I think that most of the kids on the Project enjoy themselves. I do". 

February 1978 
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,Early Days 

The London Borough of Hammersmith, an amalgamation of the former 
Metropolitan Boroughs of Fulham and Hammersmith, has a population 
of just under 200,000. It is an area of Inner London with a typical 
mixture of residential, industrial and commercial life. Although it 
contains most of the inner city problems of poor housing, over
crowding, a concentration of families with difficulties on certain local 

.authority housing estates and diminishing employment opportunities 
especially for unskilled school leavers, it also has pockets of exclusive 
private housing and some neighbourhoods which are considered 
fashionable. The population contains a range of different ethnic 
groups. Traditionally ar. area of Irish settlement, there is now'a sub
stantial West Indian community 8S well as smaller groupings of Indians 
and Africans, and in 197548% of the total live births were to mothers 
born outside the U.K.(1), so the child population is very mixed. The 
Borough is within the area of the Inner London Education Authority 
(I. L.E.A.) and contains 14 secondary schools, 46 primary schools and 
four nursery schools. It also has the famous Hammersmith Palais a!ld 
three well-known football league teams - Chelsea, Queen's Park Rangers 
and Fulham. 

Compared with other Metropolitan Boroughs, Hammersmith has a low 
incidence of juvenile crime (perhaps suprisingly in view of some of the 

(1) opes Monitor FMI 77/1, 25th January 1977. 
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problems that there are in the Hammersmith area). The major crimes of 
young people are thefts and burglary. The figure for the number of 
juvenile offenders for 1976 in the Metropolitan Police's F Division, 
which covers the Hammersmith area, was 1,032, compared with the 
highest figure for any division in the Metropolitan Police's district for 
the same period of 3,462 (2). 

The idea of introducing into Hammersmith a resource such as the 
Hammersmith Teenage Project (HTP) was conceived during a meeting • 
in a pub between Peter Westland, Hammersmith's Director of Social 
Services, and Nicholas Hinton, then Director of NACRO. Peter West-
land 'expressed his acute concern about the lack of provision for black 
teenagers in the Borough who were likely to be unemployed and 
actively or potentially delinquent. This concern about young black 
people coincided with NACRO's interest in testing out two experi-
mental ideas, hitherto much more familiar in the U.S.A. than here-
"diversion" from the criminal justice system, and .New Careers. 

"Diversion" means halting or suspending criminal proceedings against 
an offender in favour of processing him through a non-criminal dis-
position, usually one which provides him with short term intensive 
assistance. A seminal diversion scheme, from which NACRO had learnt 
a great deal, is New York's Manhattan Court Employment Project. This 
diversion scheme for adult offenders employs non-professional (mainly 
ex-offender) workers or "reps", who over a period of three months try 
to sort out selected defendants' immediate problems, help them to get a 
job, and if necessary involve them with a person or agency who can give 
them appropriate long term support. If the defendant co-operates with 
the project the charges against him are dropped at the end of the three 
month period. The defendants selected for the project are those in 
whose case it is considered that such short term intensive help may 
suffice to set them back on their feet and reduce the chance of their 
committing further crimes (3) . 

The ex-offender "reps" provide a good example of "New Careers", an 
idea which also comes from America. The New Careers idea is that 
people who have similar backgrounds and have gone through similar 
experiences to the clients of social welfare agencies have experience and 

~-----~.-. - ... _._ .•.. _---
(2) Information supplied by A7(2) Branch, New Scotland Yard. 

(3) More information on diversion programmes in the U.S.A. is contained in 
"Diversion from Criminal Justice in an English Context", Report of a 
NACRO Working Party, available price £1.00 from Barry Rose (Publishers) 
Ltd., Little London, Chichester, Sussex, P019 lPG. 
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instinctive skills which can make them valuable employees of those 
agencies. There are now more than a quarter of a million New Careerists 
in America, and it is maintained that some of the most effective are 
those who were themselves once in trouble with the law and have now 
taken up a new career helping teenagers to keep out of similar trouble 
(4). 

These ideas seemed to Peter Westland to be worth trying out and it was 
agreed in the summer of 1973 that the idea of an experimental project 
run by NACRO in Hammersmith should be pursued. The intention that 
the project should cater specifically for black teenagers was dropped 
following consultations with the police, whose records indicated that 
proportionately fewer black youngsters than whites were involved in 
criminal activ'ity in Hammersmith (5) . The proposal was therefdre re
defined and the aim became to establish a programme for young 
offenders and teenagers at risk generally. Looking forward, it is interest
ing to note that of the 98 teenagers who had been accepted on to the 
project by the end of 1976, 74 were white and 24 were black (mainly 
01 Caribbean origin). The figures for the 1977 intake show that 19 out 
of 65 were black. 

An early assumption b8hind the project was that work with teenagers in 
trouble was often unsatisfactory because of lack of co-ordination of all 
the agencies who become involved. It was felt that the service would be 
improved if all the relevant statutory agencies could co-ordinate their 
work, rather than operate in isolation. By drawing its referrals from 
different statutory agencies and by involving all the agencies closely in 
the work of the project it was hoped that it could facilitale co
operation between agencies. 

In any case, since the project was aiming to divert teenagers from the 
criminal justice system, it would not have been able to operate on its 
own but needed the agreement and close co-operation of all the 
relevant statutory agencies. A first step was therefore to ensure that 
each agency would work with the project. Key representatives of each 

(4) More information of the New Careers movement in America can be found in 
"New Careers for the Disadvantaged" by Nancy Hodgkin, available price 65p 
from Ba~ry Rose (Publishers) Ltd. 

(5) This is interesting and encouraging in view of Metropolitan Police evidence to 
the House of c..ommons Select Committee on Race Relations and Immigrat
ion in 1976 where it was claimed that in the Metropolitan area the number of 
black people arrested for indictable crime was disproportionately high in 
relation to the size of the black popUlation. 
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agency were approached with the outline of the idea and it was 
developed with them. This ensured that the details of the project were 
understood and acce·pted by all the agencies concerned from the 
beginnihg. 

Out of these consultations came the final community-based proposal. It 
was to be a community-based project aiming to prevent teenagers from 
committing offences by working closely with them in liaison with their 
families and schools. The project would cater for boys and girls aged 12 'r-( 

to 16 living in the London Borough of Hammersmith, who appeared 
before the Juvenile Court or came to the notice of the police, or who 
were considered to be at risk of getting into trouble with the law. Each 
teenager would spend a minimum of three months with the project, 
during which time one of the project's aims WOL..id be to involve the 
teenager with a person or group of people locally who could offer more 
permanent support. However, if at the end of the three months the 
teenager wanted to continue with the project he would be able to do 
so. A New Careers element would be incorporated into the project by 
employing six staff members in their early twenties who might them-
selves have committed offences in the past and who came from a similar 
background to most of the teenagers. 

The discussions with all the agencies in the Borough dealing with young 
people had been fruitful. It had been agreed that referrals would come 
from any agency which dealt with young offenders. Following further 
discussions with the Director of Social Services, it was proposed that 
the Social Services Department should recommend to the project 
teenagers whom it judged to be either seriously at risk of getting into 
trouble with the law, or of being in need of care and control, and for 
whom it was felt the project might offer suitable support. 

The Police did not see the project as an alternative to sending young
sters to court but the Divisional Commander and Community Liaison 
Officer agreed that, when cautioning a juvenile, they would consider 
strongly recommending to him and his parents that he should partici
pate in the project as a way of helping him to keep out of further 
trouble. 

The Chief Clerk of the Juvenile Court suggested that in suitable cases 
the court should be asked to defer sentence for three months on the 
understanding that the project would work with the juvenile during 
that time. On his return to the court, if the project's report indicated 
that the teenager showed promise of permanent change, the court 
would consider imposing an absolute or conditional discharge. 
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It was expected that the majority of Education Authority referrals to 
the project would come through the Educational Welfare Service. 
Following discussions with the Divisional Education Officer and the 
Divisional Education Welfare Officer, it was proposed that they should 
refer to the project children who might benefit from the attention and 
support such a programme would be able to give them. Although most 
teenagers referred by the Education Authority would probably be hav
ing difficulties at school, or not attending at all, this could not be the 
only reason for referral - they also had to be in trouble with the law, or 
seriously at risk of committing crime. It was accepted that the project 
was not designed to deal with truancy per S8. 

However, there was a general acceptance that many of the teenagers 
referred to the project would not be attending school regularly. It was 
therefore agreed with the I.L.E.A. that the project would incorporate a 
temporary education programme for those who would not or could not 
go to school. This would be run by a teacher who would be part of the 
project, but whose teaching programme would be under the oversight 
of the Divisonal Inspector. The aim of the programme would be to get 
each teenager back to school as soon as possible and it was recognised 
that this was dependent upon the project maJ<ing links with local 
schools. 

The funding for the project came from a wide variety of sources. The 
Home Office Voluntary Services Unit, the Hammersmith Social Services 
Department, the I.L.E.A., the City Parochial Foundation, the Gold
smiths' Company and an anonymous donor all contributed to the 
running costs of the project for a three year experimental period. It was 

. envisaged that at the end of the three year period the project would be 
taken over by the local authority if it had proved successfu I. 

A Steering Committee was set up to help with the detailed planning of 
the project which involved representatives from all the agencies con" 
cerned. These were the Director of Social Services in Hammersmith, the 
Hammersmith Police (represented by the Divisional Commander and 
the Community Liaison Officer), the Chief Clerk of Hammersmith 
Juvenile Court, the Divisional,Officer from the Inner London 
Education Authority, the Community Relations Officer for Hammer
smith, a representative from the Inner London Probation and After
Care Service, and representatives of NACRO. 

Premises were then sought. In November 1973 the Local Authority's 
Management and POlie), Committee authorised the estates valuer to 
begin negotiations for the acquisition of a former Territorial Army drill 



hall at 58 Bulwer Street, Shepherds Bush, which was to be used partly 
as a community hall as well as by the Hammersmith Teenage Project. 
At the same time NACRO submitted to the local authority estimates 
for a contribution to the running costs of the project over a three year 
period, which involved asking the Council for approximately £16,050 
for the first year. These proposals were approved by the Council in 
August 1974 and the way was clear for the project to start. A Director 
for the project was appointed in December - Mic/lael Whitlam, who had 
previously been an Assistant Governor in the prison service, working 
both at Hollesley Bay Borstal and at Brixton Prison, and before that 
had taught in a secondary school. His staff was to consist of three 
counsellors (one a teacher, one a social worker and one a youth 
worker), six New Careerists, a secretary and a researcher. 

'~t the time of my appointment I had decided that custody was in
appropriate for the vast majority of offenders that I had met", says 
Michael Whitlam. "The opportunity to set up and run an alternative 
project was very exciting for me, as I was given the challenge of moving 
into a new area." Following his appointment he spent some time in the 
United States looking at two diversion projects, the Argos Community 
and the Neighbourhood Youth Diversion Programme, both in New 
York. 

Before the project began operating, a great deal of intensive work had 
to be done talking to local people, meeting local groups and visiting 
local or-ganisations. With the aid of members of the Steering Committee 
meetings were held with social workers, education welfare officers, 
magistrates, police and other groups in the area, to inform them about 
the project and its aims. In addition to this series of meetings, potential 
referral agencies were sent a document setting out both the criteria for 
referrals and the method of referring teenagers. In addition two letter& 
were prepared. One was sent out by the court staff and police with 
every summons issued by the Juvenile Court: it was addressed to the 
parents of the child in question, explaining briefly what the project was 
about, and offering a visit by a project worker for further discussion. 
The second letter was to be sent out by the Social Services Depart
ment's court liaison officer, and simply informed parents of the exist-
ence of the project. . 

The first counsellor, a social worker seconded by Hammersmith Social 
Services Department, four New Careerists (originally called "Iinkers") 
and a secretary were appointed in March and April 1975. The roles to 
be filled by the project staff were defined in the original project brief 
and it may be helpful to quote this here: 
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liThe Director: He will be responsible for the administration of the 
project, for liaison with all relevant outside agencies, and for involving 
industries and businesses and other resources. He is ultimately respon')
ible for all the staff and all the teenagers, but all important decisions 
should be taken by the staff as a whole. 

The Counsellors: They will work ful/-time with .'he project, and each 
wil/ be responsible for the training and work of a team of two linkers. 
They will provide the linkers with training on a daily basis and be 
constantly available to them to give them support and advice. They will 
be responsible, on the basis of enquiry, for the teenagers' oVf!rall pro- . 
gramme, and for developing the resources necessary to meet its needs, 
including accommodation where necessary. The Counsellors wlll also 
act as liaison between the teenagers and the courts. 

The six linkers: Each linker will be responsible for five teenagers (the 
number may be increased). They will work directly with them on a 
daily basis, in groups and individual/v, and take primary responsibility 
for the individual programmes. In addition to working individually with 
his five teenagers, each linker will work as part of a team of two, and 
those two will plan their programme together, so that they know each 
other's group well and take over if the other is away. They will have 
daily training sessions with their counsel/ors and seek their help when
ever they have a problem. Most major problems should be taken to the 
entire staff. The linkers will spend time with the families of the 
children, and try to involve them as much as possible in the project; 
also the schools, til/here that is relevant. If a teenager is on a deferred 
sentence, the linker will go to court with him at the end of the three 
months. " 

The intention was that the small staff would work closely together and 
that, although the Director would of cours? be ultimately responsible, 
all major decisions would be taken by the staff as a whole. From 1 st 
April 1975, the staff spent a period of five weeks as a group planning 
for the start of the project. During this period of orientation, the staff 
aimed to get to know each other and begin to work together so that, 
once the teenagers arrived, the staff could speak with one voice and 
make decisions in the knowledge that they were based on a generally 
agreed project policy. 

This introductory phase was not a great success. There was a lot of 
criticism, particularly from the New Careerists, that five weeks was far 
too long to sit down and talk and plan. The Director, in his first report 
on the project, commented: ulf this kind of exercise were to be 
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repeated, it would probably not last quite so long. New Careerists such 
as those working on the Hammersmith Teenage Project need to feel 
almost from the outset that they are involved practically with clients 
and not involved in talking about helping clients." 

The project opened its doors to teenagers on the 5th May 1975, in 
temporary premises at College Park which had been provided by the 
Council while the Bulwer Street building was being made ready. These 
temporary premises were not really suitable for the project. They were 
a long way from the centre of the Borough and too small to achieve 
much of what was envisaged. Only 10 to 12 children could be catered 
for, instead of the intended 30; because of the lack of room in the 
premises, the appointment of two counsellors and two New Careerists 
was delayed until September 1975; there was no room to run a proper 
evening programme of youth activity and so this did not become fully 
organised until after the move to Bulwer Street in November 1975. 

Michael Whitlam, reflecting on this period, admits that "in retrospect it 
was a bad move starting the project, not having the funding co
ordinated with the building work and the appointing of staff". Partly 
because so few teenagers could be accepted, and partly through a 
natural wish on the part of the staff to get their teeth into something 
really worthwhile, all the first group of teenagers accepted were "hard 
core" delinquents, instead of a mixture of cases as had originally been 
envisaged. This was later recognised to be a mistaken policy. This phase 
of the project is well described in the 1976 Interim Research Report (6): 

'~n attitude to referrals was crystallised at a meeting in February 1975 
between the Director of the Project, the senior linker and represent
atives of all the referral agencies. It was then decided that the Project 
would initially concPntrate on two groups of adolescents: '{a} those 
caught by the police or under care orders; (b) those to be diverted from 
institutional experience, i.e. Borstal'. The three linkers appointed in 
April thus conceived the Project as one for 'hard core delinquents' and 
with the rest of the staff decided they would give preference to referrals 
who were in danger of going to Borstal or detention centre; referrals 
with one or no offences were rejected. This was allowed in spite of the 
fact that the counselling staff was incomplete and therefore the basic 
structure of the Project was inadequate for supporting four young, 
untrained linkers who were expected to work with youngsters every
one else had 'given up on'. 

(6) Unpublished. Copies available from NACRO at a photocopying charge of 
£1.62, inclusive of postage and packing. 
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Thus the Project 'iumped in with both feet' to 'test out what we're 
setting out to do'. The reasoning behind this was that if the most in
tractable cases could be effectively worked with the others would be 
easier to treat. But this put enormous strain on the staff who became 
frustrated and disillusioned because many of the referrals were, in the 
-end, going to institutions. The realisation began to develop that, as one 
linker put it at a staff meeting in September: 'We'd need to have bars 
on the windows and the police at the doors to have adequate support 
to deal with these kids!' " 

The difficulties this caused came to a head after a trip to Wales in July/ 
August 1975, after which four of the project youngsters appeared in 
court charged with taking vehicles, driving and damaging them. 

An evaluation meeting was held on 20th August 1975 at which the staff 
considered a number of questions including the following; 

(a) Why has the system of support within the project remained in
adequate and what can be done about it? 

(b) How much can these youngsters be trusted and how does one 
supervise them? 

(c) How committed are the linkers and how much have they 
developed as a team? 

(d) Is the project encouraging delinquency in some instances by the 
type of support offered, e.g. intervening so often with the police? 

(e) What of contamination of the less delinquent by more "hard core" 
teenagers? . 

(f) What does our experience tell us about the whole theoretical basis of 
keeping offenders out of institutions at all costs? 

(g) Can the project survive if it continues to take hard core de
linquents? 

(h) Exactly how should the aims of the project be defined or re
defined to be effectively implemented? 

(ij How long will the staff be able to bear up under the present strain 
and what can be done about it? 

0) Can the youngsters being taken be helped by the type of support 
being given to them? 

Before this evaluation, the whole co .. ,cept of diversion was discussed 
with various staff members and it was found out that they had increas-
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ingly become preoccupied with keeping young offenders out of insti
tutions as the main criterion of the project's success, even though it had 
been explained during the orientation that, in fact, the project aimed to 
operate on several levels (preventing teenagers from committing an 
offence, diverting them from a summons, etc.). It was suggested that it 
might be worthwhile t.o: 

(a) think about dealing with a sm<;lller proportion of "hard core" 
cases; 

(b) extend in certain instances the three month period for treatment 
of youngsters. 

After a considerable debate at the evaluation, it was decided to re
consider the type of referrals being taken. 

Other lessons were also learnt the hard way during these early stages of 
the project. The first re8earch report provides a personal account of 
these: 

"A critical decision was made during this period by the staff as a whole: 
there would be no written rules governing the Project. This decision was 
made at linker insistence because they felt they would be able to form 
closer relationships with the teenagers (a) by letting them run the 
Project themselves, (b) treating them like adults and trusting them. It 
was felt that formal rules would inhibit productive relationships and 
offend the adolescents accepted on the Project . .. 

No absolute rules for the teenagers implied that linkers could avoid 
rules as well: they disliked staff meetings, time keeping, writing reports, 
keeping records, having training sessions, and so they decided to 'run 
their own show' in an unstructured and essentially disorganised manner. 

Adolescents like the ones being accepted, turned loose in a situation 
like this, not surprisingly took advantage of the situation. But were 
they fully to blame considering what was known by the staff about 
them? The first of a number of burglaries occurred on June 4th, and 
while the linkers found out who had done it and recovered the property 
that was stolen, the youngsters im/olved stopped coming to the Project 
and were never made to pay any compensation: only one linker felt the 
police should have been involved immediately. It was suggested that the 
event should be discussed in detail to prevent future recurrences, but it 
was decided that no contingency plans should be made because 'we 
want to keep our options opel7~ Subsequently a number of burglaries 
and thefts took place and it waS' felt by the linkers that the youngsters 
were 'playing us for mugs~ 
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Equal/y, because of the lack of structure, the children drifted in and 
out of the Project at will and attended class if they wished. By 10 June 
1975 I noted in my diary: 'None of the kids except one have arrived at 
the centre this morning and none of the linkers seems to be doing much 
about it ... Something is radically wrong', On the same day at a 
linkers' meeting they decided that they had to get tougher on the 
tee,nagers and try to work more closely as a team and with the pro
fessional staff. By 13th June 1975 I noted 'The linkers are coming 
down harder on the kids generally,' they are definitely tightening up and 
I think their ideas of no ru/esand little control have been pretty much 
dumped in the face of reality', By the end of June the entire staff was 
making a concerted effort to organise the project and the youngsters 
attending: they decided that if a youngster did not come regularly he 
would be dropped. " 

By the time the project moved to Bulwer Street, in September 1975, 
many of these teething troubles were being actively tackled and some 
had been overcome. Looking back on those early days with hindsight, 
those involved in the project feel they should probably have known 
better and might well have avoided such mistakes. But the purpose of 
experimental projects is to experiment and lessons that emerged so 
painfully from those early experiences have been taken to heart. 
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2 

The Next Two Years 

The move to the large Bulwer Street premises in September 1975 solved 
some of the difficulties the project had been facing. There was much 
more room; the location was central and accessible; the full staff 
complement could be taken on and links with the immediate com
munity could begin to be made. The changes made in the type of 
referral taken and ways of working also began to show results. 

In this section we shall be looking at the work of the project as a whole, 
up to mid-1977, or later where more recent information is available. 

The referral process 
The project now takes three different categories of teenager. Firstly, 
there are those who are not presently offending but seem in danger of 
offending for a variety of reasons, mostly connected with problems in 
the family and at school. Secondly the project takes those who have 
offended and been cautioned by the police. The third group are those 
who have offended and appeared in court or are due to appear in 
court, some of whom would otherwise have been taken into care or given 
a custodial sentence. The proportions of each category obviously vary 
from time to time but an attempt is made to keep a balance. Teenagers 
in the first category are referred to the project by their school, parents, 
doctor, social worker or the police. Those in the second category may 
be referred by the Juvenile Bureau, which recommends the project 
to both parents and teenager as a means of avoiding further trouble. 
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Teenagers in the third category may be referred in a number of ways, 
Some are referred by the Juvenile Court, which defers sentence for 
three months on the understanding that the teenager will stay with the 
project during that time, and that when the time is up sentence will be 
passed in the light of R progress report from the project. Some are 
referred by social workers after the court has passed a non-custodial 
sentence, while others are referred by social workers in advance of the 
court hearing. 

From 5th May 1975 to 31st December 1977, a total of 308 teenagers 
were referred to the project. 160 of these were accepted. The sources of 
referral were as follows:-

Social Services 
Social Services on recommendation of project staff 
Education Welfare Officers 
Schools 
Probation Service 
Youth Service 
Police 
Adventure Playgrounds 
Self-referrals 
Project staff direct referrals 
Parents 
Other 

152 
5 

51 
16 
12 
3 

28 
1 

17 
6 
8 
9 

308 

Of the 152 shown as being referred by the Social Services, about 40 in 
fact originated in the courts. I n many instances several agencies and 
individuals were involved in the decision to refer a teenager {e.g. police, 
schools, parents) although only one agency is recorded as actually mak
ing the referral. 

The decision as to whether a referral should be accepted or not is made 
by the staff as a whole. The Administrator/Secretary is responsible for 
ensuring that all the information on the case is collected and recorded 
in time for the staff meeting. The case is then discussed and a decision 
is made as to whether to accept the referral and, if so, which staff team 
will take it on. 

The teenagers 
A considerable amount of information has been collected on the 
teenagers referred and this has been analysed for those referred up to 
December 1976. During the period 5 May 1975 to 1 January 1976 the 

18 



project took on 42 youngsters, 35 boys and 7 girls. 32 of these were 
14-15 years old. 22 were indigenous and 10 from ethnic minority 
groups. The majority came from large families, the average family size 
being 5.7 excluding parents. 13 had only one parent present at the 
time. 26 had been separated from home, 13.between 1 and 3 times, 9 
more than 3 times and 4 were in residel!tial care.22 came from families 
with brothers or sisters already in trouble. 37 out of the 42 were known 
~o the Social Services Department and 33 were known to be involved 
with delinquent groups. 20 had been on care orders and 15 were still on 
care orders when accepted by the project. 3 came to the project soon 
after release from Borstal or detention centre. 36 had committed one or 
more offences and 10 of these had comm itted more than 5 offences. 

I n the second phase, 1 January 1976 to 31 December 1976, the project 
accepted 56 referrals but nine of these never actually attended. Of the 
47 who attended seven were still at the project at the end of 1976 and 
so information on them is not included here. Of the 40 on whom data 
is available, 31 were boys and 9 girls. 26 were indigenous and 14 from 
ethnic minority groups. The family size was also between 5 and 6, 
excluding parents, which is roughly the same as the previous year's in
take. 24 were living with both parents at home but only 8 of the 
children's families were recorded as having no serious problems. Nearly 
all the families had contact with the Social Services department and 21 
came from families with delinquent members. 37 of the 40 were in
volved in delinquent peer groups. 26 of the children had committed 
.one or more offences and 14 had comm itted no offence. 

Clearly then the children are all coming from broadly similar back
grounds (in spite of ethnic differences), mainly from large famili~s, 
oHen families with difficulties, who are in contact with the social services 
and mixing with a delinquent group. It is interesting to see that the 
second year's intake are more mixed as far as offence record is 
concerned. Two case studies of teenagers taken on to the project 
illustrate well the variety of cases dealt with. The project was reasonably 
successful with the first; with the second it failed completely. 

Example 1 
The referral came from a local school, who were at the point of sus
pending him as a result of continuous rude behaviour. The 'last straw' 
was a fight with a teacher. A linker (8) immediately visited the school 
in order to interview both the staff and the referral. The decision was 

(8) At that time project workers were called linkers but the name was. sub
sequl;lntly changed. See Chapter III for more discussion of this. 
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made to accept him on to the project, (a) because he had certainly been 
involved in offences although he had never been to court and (b) by 
accepting him before he was suspended, a place would be kept open in 
the school for him, making it easier to ease him back at the end of 
three months. 

When he came to the project he was otten very rude to both staff and 
other participants, using his size to try and dominate, often physcially 
pushing people around. He also had many problems with reading and ,I 

writing, having come to England from another country at the age of 
nine. Throughout his three month stay at the project all staff and his 
linker concentrated on trying to help him to control his aggressive 
behaviour, his language and on building up his confidence in his 
academic work. 

By the end of his stay, his behaviour had improved considerably, he 
was polite and considerate to staff, although he could still lose his 
temper. He had lost his need to dorninate his peer group and there
fore was far more acceptable to his friends. He seemed more confident 
in his ability to work generally. 

He returned to his school, from where we have had good reports about 
him. One term later he is still attending, and to our knowledge he has 
not been in any trouble with the police. He still visits us from time to 
time to tell us that all is well. 

Example 2 
Referral 2 was referred to the project by her social worker, mainly 
because of her having been suspended by her school for disruptive 
behaviour, such as lighting fires in the toilets. She also often fell asleep 
in class. She was in care (Section 1) to the local authority and was living 
in a children's home. She had one previous offence some time earlier 
for which a supervision order had been made. 

The girl and her social worker were interviewed by a linker at the 
project, at which time she presented herself as a very cheerful girl, full 
of enthusiasm for the project. As she was suspended from school we 
decided to accept :ler on to the project during the day time. Her social 
worker later explained that there had been many problems as her 
mother had suffered from mental illness and had since died, as had an 
uncle who had taken over care of the girl. It was unfortunate that all 
the background information was not given to the project at the time of 
referral, as we might then have recognised we were dealing with a highly 
mentally disturbed girl. 
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This case was fraught with problems, particularly as we were not in
formed of the whole background to the case, and it was a lesson for 
us all. The case was extremely time consuming and the more we worked 
with her the more evident it became that neither the project nor the 
children's, home could contain her. She left the project early and is now 
in more secure accommodation. 

The staff 
The project now has a staff of twelve; a director, three counsellors (one 
teacher, one youth worker, one social worker), six New Careerist 
project workers (there is an additional project worker post to allow for 
secondment to a training course), two part-time teachers, an admini
strator/secretary, and a full-time researcher. The nature of these posts 
was laid down in the original project proposal (see p ) and has not 
changed a great deal. 

Since the project started there have been at different times 12 New 
Careerist project workers on the staff. Seven of these are currently 
employed on the project of whom one is seconded to a full-time, two 
year training course. Their average age is currently 24. All but two have 
had an offender background. However, experience on the project has 
shown that previous offences should not be regarded as an essential 
qualification for a project worker; what counts more is a similar back· 
ground to the majority of teenagers, the ability to work well with them 
and, preferably, local knowledge. 

The five project workers who have left the project have all stayed in 
social work, one as a volunteer. Each stayed at least a year, and the 
longest serving project worker is now in his third year. 

The programme 
Two project workers, one more experienced than the other, work in 
a team with a counsellor. Each team has responsibility for up to 20 
teenagers. 

As soon as a teenager has been re"ferred to the project a team goes to 
see him, his family and his school, to explain exactly what joining the 
project involves. Written agreement to his attendance from the parents 
and the teenager himself is necessary before he can start attending the 
project. If the teenager is accepted he becomes part of a team -
probably the same team which first interviewed him. It is the team 
which assesses his needs, draws up a programme for him (which is 
reviewed each week) and looks after him as long as he is with the 
project. The minimum period for which a teenager is referred is three 
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months, though it can often be longer if it seems ~hat he can benefit 
from a longer association with the project, or if he himself opts to stay 
on. The average length of stay with the project is 20 webks. 

The project operates morning, afternoon and evening. Up to September 
1976 the children we~e divided into two groups, those who came full 
time during the day to attend the education programme and those who 
came part-time during the evening for activities. These evening activities 
occasionally involved non-project young people as well, but at least one 
evening of activities was restricted to children on the project. The 
structure of the project was altered in September 1976 so that the 
education programme was reduced to a half day (mornings) to allow more 
time to be spent with the part-time referrals attending school while at the 
project. ,\s a result of this change the day education programme and 
evening activities programme have become more integrated, there is 
more support and time available for the children on the evening pro
gramme and the teacher has been freed during the afternoons to liaise 
with schools outside the project and to counsel teenagers. 

The education programme now concentrates on basic skills teaching. 
If it is decided that a teenager ought to join the basic skills programme, 
his reading age and general capabilities will be assessed by the teachers 
and appropriate work set for him, using Ward Lock reading, Blackwell's 
speli"ing and work cards made specifically for the individual's needs 
The mathematics scheme is one called Smile, which is used in some of 
the local schools, and here again work cards are made individually if 
needed. Volunteer help for the teachers [s essential for the success of 
the basic skills programme because the teenagers vary a good deal in 
age and ability. The one factor they have in common is that they have 
all been failures at the schools they were supposed to be attending. 
They therefore require as much individual attention as possible. Three 
regular volunteers, and two more people on a part-time basis, have given 
their services as teachers. Some of these are qualified but currently 
unemployed teachers. Close links have been formed with the Avery Hill 
College of Education, and students from the College have been able to 
do a teaching practice with the project. 

At present the procedure for the basic skills programme is that the 
teenager is expected to arrive between 9 a.m. and 10 a.m. at the 
project. If he is persistently late or does not appear at all, the team 
responsible for him will follow this up and decide how to handle it. At 
10 a.m. the basic skills programme starts in the large hall. Up to 25 
teenagers attend and there can be up to five adults if volunteers and 
students are available. Each teenager on the basic skills programme 
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works at his own pace and is expected to do his own best. The pro
gramme is designed to teach concentration as well as basic skills and to 
give teenagers a feeling of confidence in themselves. An attempt is made 
to provide work similar to the work given by local schools, so that it 
will be easier for the teenagers to return to school. The programme 
seems to have worked quite well, and there has been a high attendance 
rate. Of the first intake of teenagers only a 1hird were regular in their 
attendance, but by the end of 1975 an almost 100 per cent rate of 
attendance was reported, and this rate was maintained throughout 
1976 . 

Extracts from the teenagers' writing give some insight into their 
relationships with teachers: 

"Why don't you ever give me some proper work. If you give me all my 
book's back and you look back in it it follows the same pattern all the 
time al/ you do is give math's English and other stupid work and all you 
do is give me work from a card to do you only set the work you don't 
do it and you don't know how boring and stupid it is. I told you some 
many times before unless you give me new work then you don't stop 
giving it to me for week's don't you understand that I cann't stand the 
stupid spasticated work O. K. " 

(Teenager) 

and into their teachers' reactions: 

"Yes, I do understand,and I know what you mean. But for just as long 
as you have been bored, I have been asking you what kind of work you 
want to do, and you won't say, If you would give us some idea of the 
kind of work you think is suitable, we will set it for you. But it isn't 
any use just getting infuriated unless you can suggest a better alter
native. I suspect that it may be because you can't think of anything 
better that you get so angry. " 

(Teacher) 

into their relationships with social workers: 

"My social worker - I think 'he's nice to talk to and he's funny. I feel 
shy when I talk to him. He's got asthma. He's kind and saved me from 
getting put away. He doesn't shout at me and he's gentle. I can talk to 
him and trust him. He can be nasty sometimes . .. " 

into their perceptions of school: 

HWell the advantages of school are they have most of the things for 
what you want to do plus they have the lessons to do for exams, They 
sometimes have trips but they dont last for long say about 4 hours at 
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the most. Other trips are different. I went on a day trip to Boulione but 
the waves were to rough and it was foggy so we were stuck at Dover so 
we got on a special bus to Canterbury. We spent about 45 minutes there 
and by the time we got back it was about six o'clock and foggy. One 
sort of advantage is that from the third year upwards you choose what 
lessons you want. But for some lessons you need another lesson to help 
you with the lesson you picked and thif creates boredom. The uniform 
is a load of trouble because some say not every family can afford a 
uniform some people cantcome to school wearing a suit of clothes 
every day so most family's get a giro for enough money for a uniform 
and they can always wear the same uniform every day. 
Say that I had a fight with a kid that started it and I won it always 
happens that if you won you get into trouble. " 

"1 don't like the crowds at school. I'm scared . .. " 

into their criminal activity: 

"Trespassing 
When I used to go to my primary school I went about with my mate 
Mickey. On Sunday we was going down Studridge Street when we saw 
a house that was empty. We went to the door and broke the door 
window so that we could get ;"._ We got in and we saw some pictures 
left on the wall. We took them down and put them by the door. Then 
we checked the rest of the house. We saw a cellar door and we went 
down it. We switched on the light but it was empty. We picked up the 
pictures by the doorway and went back to the flats. The next day after 
school we bought a box of matches to make a fire there because it was 
cold. We went down the cellar and made a fire for about 20 minutes 
and then we stamped on it to put it out. When we came out of the 
cellar I said to my mate I had a feeling that we was going to get caught. 
I played a trick on him. I ran to the door and said the police but then I 
said 'not really'. Then we went upstairs and made another fire. There 
was a lot of smoke. Then suddenly we heard doors open and close. It 
was the police. My mate and I hid behind a little cupboard but they 
found us and took us down to the polir.e station." 

and into their environment: 

''Wormwood Scru bs 
I live next to Wormwood Scrubs prison. When I look out my top 
window I watch the prisoners pass fags by tying too a sheet-and 
when it is sunny they play with mirrors and shine them at people 
the walls across the scrubs at night the prisoners are a/ways shouting 
and when the screws shine the light at the cells they go quiet. On 
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Sunday they play football in the yard. When they score it sounds just 
like a football match, all the other prisoners roar. The cameras are 
always watching. Sometimes I throw sticks at the wire. The cameras 
turn round and watch you then the police come round. Last 
Christmas three prisoners jumped the wall. One hurt his leg, the other 
two was fighting the police. The prisoners di'd not have a chance. There 
were police cars everywhere. When you sit at my top window and 
watch the prison it seems like a dream. " 

The project staff believe that their educational programme has been 
effective, and they suggest that this may be due to certain differences 

" between the project and the schools the children come from. On the 
project the children get individual attention and the teachers expect 
them to work hard and do well within their own capabilities. If they do 
not turn up, the staff have time to chase them up and encourage them 
to carryon with their work. Also, the atmosphere is much more relaxed 
than in a normal school. For example, the children are allowed to 
smoke, if they wish to. 

Liz Robson, the project's teacher, comments: 

Nln developing the basic skills programme, wo have borne in mind that 
these teenagers have failed to respond to the ordinary system. We have 
deliberatelv tried to get away from the ordinary school atmosphere. If 
the programme goes some way to help these teenagers to become 
motivated to learn, to explore and to understand, and to gain respect 
for themseives in their own community, then it has achieved what the 
local schools have failed to do. 

Perhaps It is difficult to imagine what a teenager who hasn't been to 
school for a couple of year, feels about school and the education 
system. Often comments are passed such as 'they don't care a damn 
about me so why should I go' or 'school's boring' or '1 hate teachers' 
and so on. Many are confused about the whole system; the size of 
schools and the insecurity this brings means that often their desire to 
Jearn has been stifled. An agnored question early on has led to a feeling 
of rejection and they have slipped further and further behind until they 
finally give up and truant, not giving a toss about the consequences. 
Often, being taken to court for non-school attendance only reinforces 
their feeling of failure. 

It is with the above attitudes that many teenagers come to the project 
Why is the project successful with many of these teenagers when the 
system which ought to be coping with them is failing? One 15 vear old 
girl recently wrote: 'Kids love the project, it has a lively atmosphere 
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and when work should start we settle down and do it. ltis so different 
from school. The project is based on trying to get us kids back into 
school and it also helps kids of leaving ages to get a job. The basic skills 
is a good idea Jcos it helps kids from being behind in their work such as 
EnglishJ Maths and Spelling ... The reason I like the project is 
Jcos when I came to the project November 1976 they helped me get 
back to school and I left the project February 1977 but after a few 
months I dropped out of school. ' 

Many of the teenagers who attend the basic skills programme desper
ately want to be in school. They want to be part of the system although 
they cannot understand it b,~cause being alienated from school means / 
alienation from their peer groups. Adolescents don't want to be 
different from each other and, therefore, not to be accepted by or able 
to accept the school system Is difficult for them to come to terms 
with. " 

The Second Year Research Heport (7) has an interesting comment on 
the ed:Jcation programme and the teenagers attending it: 

uSchool records concerning children at the project were largely average 
to below average (only 3 chilldren had a high intelligence level, 3 above 
average level of school work and 5 above average in literacy). However, 
the education programme fit the project reported that most of the 
children had an intelligence level of average to above average along with 
a low level of literacy . .. There is growing evidence in juvenile 
delinquency research finding low levels of literacy and school work 
along with high intelligence levels. The picture of the juvenile delin
quent may therefore be that of a child whose abilities have been 
frustrated due to a variety of reasons rather than that of a child lacking 
in intelligence who then became Jdelinquent' out of boredom or to 
counteract failure and gain attention." 

The educational needs of 15 year olds have been found to be very 
different from those of younger teenagers. The most appropriate 
solution for them has been a programme as relevant to work as possible 
and a work experience programme has been devised for these teenagers 
in their last school year, in co-operation with the I.L.E.A., which 
involves them in preparation for employment. They work part-time 
(unpaid) in a firm, and attend part-time at the project where they learn 
about such things as employment laws, trade unions, banking 
commerce and job interviewing. I n addition some attend part-time 

(7) Unpublished. Available from NACRO at a photocopying charge of £1.42, 
inclusive of postage and packing 
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A student teacher and teenagers takingpart in the basic skills programme. 
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Developing interests - two teenagers undertaking a project on photography. 
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John Craven of {JBC Television's 'Newsround' starts the Projects sponsored walk. 



Acquiring practical skills - a teenager learns to type. 

One to one counselling -
a staff member and teenager talk things through. 
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courses. The background and effect of the work experience programme 
on one teenager has been recorded by a project worker: 

,oj. was referred by the Educational Welfare Department in November 
1975. The referral consisted of a letter giving details of J. and his 
family. The family had been involved with the courts on numerous 
occasions for non-attendance at school, not only in J. '$ case but his 
brother's as well. J. was 15 years old and had three more terms of 
school left ... 

On November 19th 1975 J.'s mother telephoned the Project to find out 
if he could start to attend. I spoke to her and learned that she was 
anxious that J. should be involved in the Project because he was not 
going to school and had recently been involved with the police on two 
occasions. I told her that the Project was not an alternative school and 
that it would only be for a short time. I arranged to go and see J. and 
his family at their home later that day. 

The visit consisted of me giving information on the Project. J. did not 
comment much on what I had to say, while his mother answered most 
of the questions that I directed at J .. I made it quite clear at this first 
meeting that one of the priorities in J. 's case would be to integrate his 
return into a school situation as soon as seemed an appropriate time. 

J. started on the Project on December 3rd, 1975. During his flrst week 
Ispent a good deal of time talking to him about what he didn't like at 
school, what he hoped terdo after school, his involvement with the law, 
what he thought would happen to him at court, and arranging a pro
gramme during his time on the Project. 

J. seemed very inarticulate during our talks and this was so during a 
group discussion with the other kids. He was shy and withdrawn. 
Though his academic ability was below average for his agel he showed 
the potential ability to do better. His academic work needed super
vision because if he came across something that was difficult for him to 
understand he WOUldn't ask for help. Although he participated in activi
ties at the Project, J. seemed to prefer to follow rather than lead and 
never showed initiative or individualitv even if it meant going against 
what he really felt. 

I arranged with the E. W. O. involved in J. 's case to visit the Project and 
speak to J. in an interview with myself. I wanted to talk with the 
E.W.O. about the possibility ofa work-based educational programme or 
part-time attendance at a technical college. I had talked with J. about 
this previously and he seemed keen enough to follow them up although 
I feel it was because he would have to spend less time at school. The 
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E.W.O. agreed to enquire at the careers office and at J.'s school about 
the possibility of work-experience in conjunction with school. Un
fortunately, since this meeting J.'s E.W.O. was changed three times, 
making continuity difficult and delaying making any arrangements for 
J. 

Six weeks passed and I had not heard about work-experience pro
grammes from the E.W.O. I wrote to two local carpentry firms to see if 
J. could work with a carpenter one or-two days a week to gain some. 
ltJork-experience. These enquiries were unsuccessful and I decided to 
visit J.'s school to find out about work-experience programmes myself. 
I took J. with me and we met his Year Master. 

Work programmes did not operate in J. 's school. We spoke at length 
about J. returning to school on some sort of basis and agreed that he 
return on a two day a week basis starting March 8th; the rest of the 
time would te spent attending the Project. 

While attending the Project J. had progressed steadily in his school 
work. He had assumed a certain amount of responsibility and could be 
left unsupervised to carry out a task or organize events. It was decided 
that J. could best become responsbile if responsibility was pushed on to 
him - this worked. His behaviour improved steadily and his attendance 
was excellent. 

Although we had talked at length about J. returning to school, when 
the time came for J. 's return difficulties arose. I arranged a meeting 
with the family and my counsel/or at the Project to summarise J. 's 
involvement with the Project and make it clear that one of J.'s reasons 
for his reluctance to return to school was that his mother let him do 
more or less as he pleased. I told her and her husband that even if J. 
were attending school he would need a good deal of support from the 
family as well as the Project. I asked J's parents if they would object 
to J. 's becoming involved with the Project as a helper more than a 
'client', in an attempt to extend the responsibility that J. was respond
ing well to. There was no objection. This meeting was quite successful; 
everyone knew now (including J.J about the school situation as well 
as J. 's progress at the Project. 

There followed a fairly extensive period of contact with J. 's school to 
arrange a suitable programme for J. This involved the teacher from the 
Project, two teachers from J. 's school and myself and J. The result was 
that J. attended the school for four half-days a week and the Project 
during the afternoon. 

In conclusion, I feel in J. 's case that contact should have been made far 
earlier with the school. Although he responded well in a small group 
situation, J. became very dependent on it and it took a good deal of 
time to impress upon him that he should apply his experience to school 
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and work. J, 's time at school was gradually increased while his time at 
the Project lessened. J. left the Project on 10th June, 1976 after being 
involved over a period of six months. J. finished school and is now 
working with his brot,her as a caJpenter. 

As far as J. 's involvement with the law is concerned, I went to court on 
three occasions with him for offences which were committed before his 
referral to t.he Project The sentences in two cases were deferred and on 
the third he was fined. When J. returned to court for a review of his 
deferred sentences, the magistrate was very impressed by his progress 
at the Project but told J. that if he appeared before the cl!j'urt again he 
would very probably be sent away. He was fined £10 for the burglary 
charge and given a one year conditional discharge with a £25 com
pensation order for the criminal da.mage charge. J. committed no 
offences while he was attending the Pro/Rct." 

As with many projects of this type there have been difficulties in 
returning the teenagers to school after a time on the project. Many of 
the schools in the Borough with which the project has close links have 
been co-operating with the project in trying out a variety of ways of 
returning teenagers to school. In some cases teenagers have been going 
back to school for two or three days a week, or simply for 'subjects in 
which they are particularly interested, spending the rest of their time 
on the project. In other cases teenagers have been on a part-time 
school/part-time project basis from the date of their arrival on the 
project. In other cases it has seemed advisable that the teenager should 
return to school immediately and not be taken on to the basic skills 
programme. In seven cases it has been agreed that the teenagers req
uired special education. In the case of some of the 15 year aids, it has 
been agreed in conjunction with the head teacher that the educational 
programme will be geared to getting the teenager into work as 
described above. 

The programme is flexible and designed for the individual teenager. The 
sort of teenager who is on the project often finds It hard to grasp the 
point of unconventional activities, which means that staff have to put 
i:1 great deal of time into making such activities seem both useful and 
enjoyable. The majority of teenagers on the Project have low levels of 
concentration. The need, therefore, is for short term projects and goals, 
flexibility, and a willingness on the part of the staff to change. Group 
discussions are held weekly to discuss behaviour, to help teenagers gain 
some insight into their own behaviour af)d that of their peers. Other 
types of discussion occur more often as a resl't of films, speakers and 
news items. The varietY of the programmes arranged and the differinu 
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needs of the teenagers may best be illustrated by the cases of John and 
Jane. 

John was 14. He was referred by an educational welfare officer. He Ilad 
been deemed maladjusted and had been a pupil of a boarding school 
for maladjusted children from which he had continually absconded. He 
had returned home but could not go to a normal school, so he had been 
placed with a home tutor who provided eight hours tuition per week. 
He had been in trouble with the police and had offended twice. The 
programme the project devised for him included: a reassessment by an 
educational psychologist; a continuation of the home tuition sup
plemented by some attendance on a basic skills programme; the 
occupation of his abundance of free time during the day and evening 
through attendance at the youth club and horse riding, community 
service and sports options; and employment by the project as a junior 
playleader on a summer play-scheme, being paid £10.00 per week for 
six weeks. John is now in the process of leaving the project and 
returning to day school for the first time in two years. 

Jane referred herself. She was 15, a habitual truant, but had never 
been in trouble with the police, although project staff were familiar 
with her and the delinquent peer group she was :nvolved in. The aims of 
Jane's programme were to help her to see the value of school in 
relation to her starting work in a year; she had a talent for working with 
young children and wanted to become a nursery nurse. The project put 
her on to the basic skills programme (part-time), arranged that she 
would attend school for two and a half days per week and that she 
would have a work placement in a nursery. With her school she devised 
a programme of C.S.E. study of English and Social Studies, geared 
towards securing a job for her, and the project will also help her to find 
a permanent job or a place on a nurser\, nurse course. Jane was also a 
junior playleader on the project's Sl,t'll. 'Ier play-scheme. 

Community involvement 
The project has attempted to involve the community in a number of 
ways, some continuing, some one-off attempts to arouse interest. One 
of the counsellors has been made responsible for making and maintaining 
community links and it is part of the basic philosophy of the project to 
work closely with the teenagers' families. The project staff are en
couraged to live locally and become part of the community. The 
project also works closely with local community workers and other 
agencies and as fYjentioned earl ier there is an open youth club where 
teenagers can bring friends. Also, the project workers personally visit 
anyone known to have been a victim of a crime committed by one of 
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the project's teenagers, and where appropriate offer restitution. 

The teenagers work in the community whenever possible, for old age 
pensioners, for instance. The summer play-schemes, a joint venture with 
the local residents' association, took place in the project building and 
employed some of the teenagers. A stall was taken and a film of the 
project's activities was shown at the Borough's Shepherds Bush exhibit
ion. The project staff have spent a great deal of time building up a 
resource of local emplovers willing to take on 15 year aids for 'work 
experience' and seeking out local people willing to take on teenagers for 
a variety of activities and support. 

The degree to which the project has succeeded in its aim of involving 
the local community is analysed further in Chapter f f I. 

Staff perceptions 
Staff perceptions of the project are perhaps best conveyed by the staff 
themselves. Below we give a view of the project by Martin Farrell, the 
social worker counsellor, who came to Hammersmith in 1976: 

"Weaving through the morning rush hour I would like to be able to 
look forward to comforts when I arrive at work. Each morning when I 
arrive at the project I am sadly disappointed. I am greeted by chipped, 
colourless fino, by irreverent graffitti, the occasional fist shaped holes in 
the wall, a/I peppered with last week's cigarette ends and dust and sweet 
wrappers from the week before that. A coffee; yes, a good cup of hot 
coffee might cast a rosier glow on things. The cups are scattered here 
and there and are lined with yesterday's left overs, all the milk's gone 
and the kitchen floor still not cleaned; it puts me off the whole idea. 

I joined the Hammersmith Teenage Project a year ago and not only am 
I still the project's Social Worker/Counsellor but I intend to stay that 
way for some time. What benefits are there to balance the manifest 
absence of creature comforts? 

One major attraction is the constant stimulation it gives me; walking 
into the building is like walking on to a stage in the middle of the 
second act. Ydu can't just stand there, you're in it, an actor having 
some idea of what went on in the first act, but having to ad lib as best 
you can. There's a constant barrage of inter-actions with colleagues, 
with the kids, with visitors, the telephone; it is not the sort of place to 
go for a quiet doze. 

The real stimulation comes from the background to all that goes on, 
each personal inter-change affects the way that relationships are 
developing. 'Was that a helpful way to react?' 'Was he boasting or did 
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he really do a break-in at the weekend?' 'She seems upset, should I 
drop everything else and take her for a chat over a coffee?' It's like 
being a main actor, director and audience all rolled into one, constantly 
checking how the plot's developing and trying to fore.see where it 
might go next. 

I have never been on the rack but I know it involves being pulled in all 
directions at once. One minute I'm talking to one of the kids, being 
authority or maybe the consoling 'good parents', the next'allowing my
self to be sounding board for another staff member's anger and frustrat
ions, the next representing the project to a prospective volunteer or an 
old lady who is about to have her living room decorated, not to 
mention attempting to keep my neck of the woods in some sort of 
administratively good order. At the same time I'm trying to do my bit 
towards setting the stage for the third act: what dkection should the 
community service programme move in? What sort of supportive 
structure should we create for voluntary workers in the project? This is 
rather like trying to compete in the pentathlon: it challenges every 
muscle in the body to prove itself. I find all my faculties are constantly 
in use leaving no cobwebbed corners. 

Another appeal of this seemingly pretty crazy job is its flexibility; if 
I decide that delinquency will be favourably affected by a daily dosage 
of carrot juice, there is nothing to stop me initiating a scheme to pro
vide just that. We are tremendouslv fortunate to have been at arm's 
length from bureaucratic stultification; we have very little paper-work 
and the management committee has given us a comparatively free hand 
to spend small sums of money where we think it will be mo.st effective. 

I can'{complain 'they' are putting obstacles in my way; my only 
boundaries are my own, my only restriction my flagging energy. 
Energies which I do have are not diluted by fighting cramping struc
tures, but can be used creatively for implementing new ideas. We are 
now coming to the end of our experimental three year period and are 
soon to be 'taken over' by the local authority; let us hope that we 
manage to remain free to innovate and experiment. 

There is much at the Project which does not run smoothly, much which 
is left undone and much which is only half-completed. We're not trying 
to pretend it's all tied up with pink ribbons! But we have some of the 
right ingredients and if we can get the quantities and the oven temper~ 
ature right we'll have a cake well worth sharing around. " 

Research 
As the project was intended to be experimental, a research component 
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was essential and, when the project was first set up, was established by 
NACRO to cover the three year experimental period. The research 
team consists of a full-time researcher attached to the project, the 
NACRO Research Officer and a research consultant from 8runel 
University. At the inception of the Project, the full-time researcher was 
the late Peter French, who produced an interim research report in 
April 1976. Following Dr. French's tragic death later that year, Coline 
Covington was appointed as researcher to the Project. 

The tasks of the research have been three-fold: 
(1) to act as a consultant to the project throughout >Its developmental 

period by providing information to the staff concerning the 
,direction and functioning of the project; 

(2) to evaluate the aims specified by the project in its initial brief in 
terms of whether or not these aims have been achieved and how 
some aims may have changed in the course of the project's 
development. 

(3) to provide a comprehensive history of the project during its 
experimental period. 

The consultancy role of the research is best described in a paper written 
at the end of 1975 by the Director of the project: 

'The researcher will act as a liaison between NACRO and the project 
by providing constant feedback to those concerned. This information 
should not in fact influence the development of the project but be 
used more as advice concerning the development of the project in 
relation to its initial aims and objectives . .. 

Continually advising the Director of problems and progress that seems 
to be developing and of instances when the project seems to be diverg
ing from its original aims, the researcher will act as a sounding board to 
him. Feedback that may affect the staff as a whole to help them to 
evaluate their performance and that of the project will be provided 
regularly at staff meetings. From a broader and more objective stance 
the researcher will normally suggest that, a, band c seem to be 
occurring, but refrain from offering d, e and f as solutions. Final/y, the 
researcher will inevitably be part of the intricate support structure 
developing within the project as he will have access to each individual 
and will be trying to keep communication flowing between the parties 
involved. " 

Coline Covington, the project's full-time researcher since late 1976, 
describes the process of evaluating the project as follows: 
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/The evaluation of the project covers an assessment of the teenagers 
a.ttending the project/ the changing structure and devl./opment within 
the staff/ and the relationship of the project with social agencies and 
the local community. Evaluation encompasses both qualitative and 
quantitative data. A number of quantitative measures of progress and 
outcome concerning the teenagers at the project have been assembled. 
A control group, set up by means of.random allocation 'to the project, 
was not considered feasible. However, some comparisons can be made 
with respect to reconviction data. In addition much qualitative data has 
been collected to examine other aspects of the project/s work. This 
data is in the form of depth interviews, group and individual discussions 
attendance at meetings involving the project, and fieldwork notes. The 
qualitative information complements and gives depth to the numerical 
material, since the small number involved imposes limitations on the 
statistical inferences that can be made. " 

The ma~erial collected on the evaluation and the account of t,he history 
of the project will be presented in a final research report to be pub-
lished in the autumn of 1978. This report will also look at various 
elements in the methods and approach used by the project to see what 
lessons can be drawn in the treatment of juvenile delinquency in the future. 

Costing 
The 1977/8 budget for the Hammersmith Teenage Project, prepared in 
March 1977, was £79,705, This is broken down as follows: 

Salaries, N.I.C. (excluding teachers' salaries) 
Rent, Rates, Light, Heat 
Postage, Telephone 
Travel/Vehicle Running Costs 
Repairs, Renewals 
Cleaning, Wages and Materials 
Mangement Fees 
Education Costs (including salaries of one part-time 
and one full-time teacher) 

Stationery, Publications 
Depreciation 
Miscellaneous 

£ 
49,016 

9,100 
2,000 
3,000 
2,000 

550 
2,000 

9,400 
650 

1,689 
100 

79,705 

Since the project has been working at 'full capacity an average of 60 
children per year have gone through the project at an average cost, on 
the basis of the 1977/8 budget, of £1 ,328 a year or £25 per week. 
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3 

lessons learned 

Tha project was an experimental one designed to test out different 
ways of working with difficult young people. Some of the ideas we 
started with have been more successful than others, In some areas we 
think lessons have been learned iNhich may be of value to others. In 
this chapter we attempt to evaluate the project and look at what we 
have learned so far. 

New Careers 
As explained in Chapter I, the idea behind 'New Careers' is that people 
with similar backgrounds and who have gone through similar experi
ences to their clients have experience and instinctive skills which 
professional social workers do not have. 

Work with New Careerists on the Hammersmith Teenage Project has 
shown that there are potentially a number of difficulties inherent in 
the New Careers concept. The central paradox Jar New Careerists who 
were offenders is that they suddenly find thern;;elves being valued for 
the very things for which they were formerly punished. This can cause 
confusion for them. Furthermore. from being the client, they find 
themselves the social worker - from being the person who is expected 
and allowed to let his personal problems dominate, they become the 
authority figure who is expected to suppress, those problems. This is 
not an easy switch for people to make, and can create serious difficult
ies within the project, particularly in terms of staff reliability. 
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In order to convince the statutory agencies and the public that there is 
justification for employing ex-offenders in a responsible role, and to 
give New Coreerists the confidence to take on a social work job, there is a 
tendency to exaggerate the value of their 'life experience' and instinct
ive skills. One danger of this is. that New Careerists may get over-
inflated ideas about th~ir abilities. Another danger is that an over
emphasis on the value of the instinctive approach can lead to an 
apparent rejection of traditional professional social work. 

It is sometimes difficult to achieve a balance between the informality, 
creativity and excitement that New Careerists can bring, and the 
reliability, responsibility and application necessary in working with 
young people. 

The dilemna was well expressed in the first research report: 

HIt has often been stressed that the New Careers role is the crucial one 
within the Project -and also that it is the one that carries the greatest 
tensions and is the most difficult to sustain. There are many reasons for 
this, not the least important being the high hopes that have been 
aroused by the idea of finkers having special abilities to deal with 
delinquents because they 'have been through the same experience them- . 
selves and survived. ' 

This underlines the very real paradox of the New Careers philosophy 
and explains a number of conflicts and confusions which the linkers 
have had to face. The very terms 'linker' and 'New Careerist' have 
produced resentment. New Careerists are particularly sensitive to being 
depicted as 'non-delinquent delinquents', dislabelled for a time and 
asked to contribute as their greatest resource an experience for which 
they have hitherto been punished - their own delinquent experience, an 
experience which, for the most part, they would rather forget. Most of 
the linkers see no reason why they should be labelled New Careerists 
any more than other people who change careers. The term linker is 
disliked, for it is felt to underline the ambiguous role that New Career
ists have been assigned: they are links in a very real sense, neither part 
of the established system, nor any longer seen as inimical to that 
system. They remain unidentified except as 'ex-offenders' which does, 
in reality, offend them. They resent NACRO because 'they have no idea 
how New Careerists feel.' Their sense of being manipulated is some
times very strong, and this leads to an 'us' and 'them' attitude. As they 
become more qualified professional/y, linkers may risk losing their 
prime qualification for being a linker. 
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It has been said by a New Careerist on the project that the very fact 
that linkers have been chosen and given jobs only if they have delin
quent histories is, of itself, disturbing - again, paradoxical. Linkers are 
chosen for other things than having a delinquent background and for 
having 'survived it:· the positive aspects they have to offer should be 
stressed. One can be labelled either positively or negatively, and linkers 
have been labelled by their faults rather than their virtues. " 

Most of those involved with the project would agree that the value of 
employing New Careerists lies mainly in their approach. It is not what is 
offered on the project that is different or special - it is how it is done. 
New Careerists' approach to both problems and people tends to be 
direct, practical, and immediate. Their life style and language are much 
closer to most of the teenagers and their families than those of most 
social workers - they have little difficulty in communicating with them, 
and at the same time they are seldom taken in by them. The research 
officer, in the same report, evaluated the project workers' contribution 
as follows: 

"There is ample evidence that the project workers are able to com
municate with many youngsters in a way that social'workers cannot. 
They deal in a far more natural way with the kids and treat them like 
younger siblings. Obviously the project workers have not been able to 
perform miracles in every case and get through to the adolescents, but 
at least they are heard, and in many instances listened to after repeated 
efforts. 
As for their dealings with. the parents of the adolescents who come to 
the Project, the project workers have on the whole done well. They 
have been generally well received. They communicate on a level which 
the parents as well as the kids seem to feel is sensible as well as relaxed 
and informal. 
Another way in which the project workers showed considerable matur
ity at a very early stage was their willingness ti) admit, in spite of the 
considerable pressure that would normally have made them unwilling 
to do so, that there were certain children who would gain no benefits 
from coming to the Project. Project workers went so far as to 
re(:ommend to the magistrates that certain youngsters be institutional
ised. This impressed the magistrates considerably. They felt that they 
CQuld trust the judgement of the project workers sim.:e they were 
clearly not just trying to get youngsters off, but were seriously con
sidering the best course for each individual case. Thus the project 
workers have managed to develop a good reciprocal relationship with 
the courts~ " 

37 



This view is strongly supported by Mr. J. Garfield, a juvenile court 
magistrate. ul have been very impressed by :he project workers' per
formance in courtU

, he comments. 'They are clearly in touch with and 
know the teenagers better than professional social workers. They go less 
into the underlying reasons for delinquency than professional social 
workers, but they speak on a very practical level and obviously spend 
more time with and are closer to the youngsters. n 

It seems to those involved that the ideal staff mix is a balance of experi
enced professional staff and New Careerists. If possible the New Career
ists should be drawn largely from the local community and have experi
enced the same sort of deprivations as the majority of their clients; but 
they should also have gained a level of maturity and stability which will 
enable them to respond positively and reliably to teenagers. 

Experience also shows how important it is to have a clear definition of 
each person's work and responsibilities. There is a need for thorough 
induction training and a familiarising with relevant types of social work, 
the Project and the area, before a New Cateerist starts work with teen
agers. Ideally, this induction training should last six months, during 
which the f\lew Careerist should be attached to the project and super
vised by a staff member, but should work outside the project in a" 
variety of agencies, projects and institutions, in order to familiarise 
himself both with different kinds of social work and with the area. 
There will subsequently be a need for continuing on-the-job training 
and support for New Careerists from the professional staff and from 
professionals outside the project. The project found that it took over a 
year for its team/support structure to become established, and for 
regular on-the-job training to be accepted by project workers. 

It is also extremely important, as the project found, to clarify expect
ations. In the beginning New Careerists were encouraged to think that, 
by joining the project, careers in social work could ultimately be open to 
them. This possibility was probably over-sold, even though the project 
staff realised that expectations of future careers in social work should 
not be raised too high. It was made clear that employment in such a 
project can give skills and experience which might help towards further 
work and training in the social work field if a New Careerist decided he 
wanted to pursue it. It was agreed that every encouragement should be 
given to New Careerists to attend courses and, to enable this to occur, it 
was recognised that the project should budget for funds to allow staff 
away on courses to be replaced. 

Community Links 
A teenager's stay with the project is short term, the aim being to 
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integrate him into the local community through involving him with a 
person or group of people locally who can offer more permanent 
support to him and his family. This means that the support and involve
ment of the local community is essential to the project's success. Un
usually in the experience of projects for teenagers, there has been 
almost no opposition locally, and gradually the project has built up 
help and co-operation. . 

Michael Whitlam wrote in his first report: "We have been fortunate, I 
believe, in being able to set the Project up in an Inner London borough 
where many enlightened people live and work, So many people in the 
borough have said there is a desperate need for work to be carried out 
with delinquent teenagers that opposition has been minimal." 

Some of the project's attempts to involve the community were oute 
lined in Chapter II. Despite these attempts, the development of comm
unity support and ties has proved very elusive, particularly in terms of 
providing long term support for teenagers leaving the project and their 
families, and progress made in this direction has been less than was 
originally envisaged. The lesson of this may be that a project as depend
ent on community support as the Hammersmith Teenage Project must 
be careful not to develop faster than it can build up community 
resources. 

The project has nevertheless demonstrated that a variety of "comm
unity links" can be mobilised to support and exert a positive 
influence on a teenager at risk. In forming any such links, the aim is to 
locate people with whom the teenagerretates well and whom he 
respects, who can exercise a stabilising and positive influence on him. 
An additional aim in many cases will be to put the teenager in sit
uations where he can develop his talents positively and constructively 
and gain a sense of personal achievement. . 

The project found that the first type of "community link" which can 
be developed is support from relatives, close friends of the family and 
"proxy parents, aunts or uncles." Even in the large impersonal blocks 
of flats on the White City Estate, there is some evidence to suggest that 
people on the same floor can be found who are prepared to give a 
teenager support. 

I~ The second type of "community link" is that which goes further than 
merely forming a one-to-one link and involves the teenager in the local 
community's activities in some way - for example, as play leaders in a 
summer play scheme for younger children organised by or with a 
local tenants' association, or by other forms of community service. 
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Some teenagers at risk can also receive support from youth clubs of the 
kind which are particularly geared to the so-called "unclubbable" 
teenagers. 

The third type of community link can be provided by work experience 
programmes, where local employers agree to take a teenager for a 
couple of days a week 'in a work situation: for example, a garage 
manager may agree to take a boy wh.o is particularly interested in Cars 
and car maintenance. Valuable individual relationships can often spring 
from work situations, as well as placing the teenager in a position where 
he gains work experience and ideally a sense of achievement from this. 

In order to make tangible the community involvement on which a 
project like the Hammersmith Teenage Project depends, a number of 
conditions need to be fulfilled. It should be a neighbourhood project, 
sited in an area where there is a potential community which either 
already sees itseJf as.such, or can be helped to, and its premises should 
be used by the local community as a community centre. Some staff 
should be drawn from the local community. Thorough ground work 
needs to be done so that it is seen locally as a resource to the project. 
It must not try to serve too large an area or it will not be seen as a 
community project, rather as an institution. The project has found that 
it works most effectively with teenagers from North Hammersmith, 
which is the area in which it is sited. 

Inter-Agency Co-operation 
No project which aims to divert teenagers from the criminal justice 
system can operate without the co-operation of that system and of the 
relevant statutory agencies, and one of the assumptions behind the 
project was that it would be of more benefit to teenagers if the agencies 
concerned could co-ordinate their work, rather than operate in iso
lation. Regular contact with agencies at all levels of staff is essential for 
any community-based project for young offenders, to ensure that the 
aims and activities of the project are understood. 

(;) Courts: Initially it was agreed with the Juvenile Court that in 
su itable cases the court shou Id be asked to defer sentence for three 
months, on the understanding that the juvenile would work with the 
project during that time. On his return to court, if the project's report 
indicated that he showed promise of permanent change, the court could 
consider imposing an absolute or conditional discharge. The aim is that 
this should be handled in such a way that the teenager will understand 
he is being offered the opportunity of a real alternative to being sent to 
an institution if he is prepared to try to work with the project, but that 
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he is not compelled to attend. In the first year, magistrates sent 12 
teenagers to the project, having deferred sentence, and of the 40 
teenagers who attended the project in 1976 J 18 had had sentences 
deferred. 

A number of factors may account for the high degree of confidence in 
the project on the part of magistrates. As mentioned earlier, from the 
outset, project workers showed a willingness to admit there were 
certain youngsters who would not benefit from the project, and 
recommended that some of these might benefit from institutional care. 
Th is demonstrated that the project was not tryi ng to get teenagers' off', 
but was seriously considering the best course for each case individually. 
,Moreover, the project seems to offer something positive - educa"';on and 
a variety of other activities, and a means of keeping children occupied 
and off the streets, while not removing them from their own environ
ment. 

(ii) Police: Initially it was hoped that the project could provide for 
the police an alternative to sending certain juveniles before the court. 
The police did not see the project as offering alternatives to their 
present procedure, i.e. cautioning or court, but as an additional means 
of helping a juvenile to keep out of trouble. They agreed, where 
appropriate, at the time of cautioning to recommend to a juvenile and 
his parents that he should participate in the project. They also agreed 
to reter juveniles to the project between arrest and court appearance, 
on the understanding that, if they attended the project, the proJect 
would speak for them in court. 

However, in the first year there were only two referrals from the police, 
despite satisfactory contact with them on a day-to-day basis. Though 
the police had the option to refer teenagers they cauti06ed to the 
project, they refrained from doing so at the beginning because of the 
'hard core' nature of the teenagers already on the project, which they 
felt would increase the risk to others rather than reduce it. The police 
needed to see this kind of project as successful before deciding to 
extend their cautioning powers .. 

By the end of 1976, the police had referred only six teenagers to the 
project at the time of cautioning; but in the first five months of 1977 
they referred 20 and extended theirdiscretion to include juveniles 
being prosecuted and those against whom they were taking no further 
action. Of those cautioned and referred to the project, in most cases 
the decision to refer is taken after the decision to caution or prosecute, 
rather than as an alternative to prosecution as was originally hoped. 
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Only in the minority of cases where the existence of the 'project has 
influenced the decision to caution the teenager is the project acting 
strictly speaking as a form of diversion from the criminal justice system. 

The police may find it difficult to extend their discretionary powers, 
which would enable them to refer more teenagers to the project, for a 
number of reasons. Obviously there is the fear of 'contamination' and 
the very reasonable fear of labelling a teenager as delinquent by 
referring him to the project. Since the system of cautioning is itself 
intended as a diversion from the criminal justice system 'any further 
intervention might be seen as a sanction. I n more serious cases they are 
clearly reluctant to make a referral in lieu of prosecution because 
attendance at the project is voluntary and they see responsibility for 
discretionary decisions in more serious cases as lying within the 
jurisdiction of the courts. 

(iii) Education Authority: The project's relationship to the local 
educatiort authority is different from its relationship to the courts and 
police in that the I LEA provides the salary of one fUll-time teacher, two 
part-time teachers, a full-time youth worker and a number of youth 
work sessions. 

It was recognised from the beginning that many of the teenagers 
referred to the project would not be attending school regularly. 
What had not been foreseen was that almost every teenager referred to 
the projec"t would be having trouble with school. Of the first intake, 
almost all.had been suspended or expelled. The I LEA soon realised that 
the project was a useful resource in that it was prepared to take 
teenagers that no school was either prepared to take, or able to keep. 
The project realised that close co-operation with local schools was 
imperative, if the project were to realise its aim of returning teenagers 
to school. 

Unfortunately it has proved almost impossible to return 15-year-olds to 
school, and many younger teenagers were returned "but did not stay. 
Th is is partly accounted for by the fact that, although keen to learn, 
these young people cannot cope with a normal school classroom. 
Return to school is particularly hard after an absence, as in addition to 
their initial difficulties, they are now often strangers in their classroom 
without the support of friends. 

The project staff came to feel that it was unrealistic to expect many 
such teenagers to return to school unless schools were prepared to 
recognise their difficulties and make provision for them initially. They 
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need to be part of the school, share in the games, and build up 
acquaintances and friends who can gradually help them back into a 
normal classroom. (There is also a small group of maladjusted children 
who wili never fit into a normal classroom and for whom the I LEA 
makes special provision). 

The project n'ow has an agreement with schools and the I LEA whereby 
no teenager under '15 is accepted until the education authority has 
agreed some ·future provision for education. Prior to this agreement, a 
number of teenagers had remained on the project for many months 
because no school could be found for them. I n the case of 15-year-olds, 
the I LEA is co-operating with the project's special programme to 
prepare them foremp!.oyment. 

The I LEA also pays for a youth worker and gives some additiona~ 
resources. This commi~rnent to the project provides valuable support, 
resources anp local contacts for the youth worker in particular, and the 
project as a whole: youth workers in the community can provide 
valuable sapport for teenagers leaving the project. 

(iv) Social Services: The project was set up in close co-operation with 
the Socia: Services Department, Which provides the premises and . 
running costs and the salary of one full-time social workei'. Without the 
close co-operation of the Social Services, it 'WOUld not be possible\to 
run the project as a resource for the criminal justice system. 

In the first year, of 67 teenagers referred to the proj"ect (42 were 
accepted), 49 were referred by ,Social Services; including the 12 whos(3 
sentences h.ad been deferred. If]' 1976, nearly half of the teenagers who 
attended the project werB xeferred by Social~.et-vices, including the- 18 
whose sentences had been deferred. . 

, . 

The relationship between Social Services and the project has always 
been close at Director level, and the nu'mber of teenagers referred to the 
project indicates a good relationship,at field level. Most social workers 
recognise a need for more supervision cine! attentionthant~ey are able 
to give to most teenagers, and view the project as somewhere th~y can 
get extra help. The project has a formal liaison arrangement with one 
area team, and an Informal o'ne with anoth,er. 

Initially social workers were anxious about confidentiality, and reluctant 
to give any information. to New Careerists about clients they referred to 
the Project, preferrif1g to liaise only with qualified members of staff. 
This antagonised the project workers, but is no longer'a problem <;IS 
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social workers have gained confidence in project workers and come to 
see them as colleagues. 

On the other hand, the New Careers philosophy, it. the early days, 
tended to emphasise over-zealously the innate skills and experience of 
New Careerists in a way which apparently down-graded the value of 
professional social work training and methods. One effect was that 
social workers felt criticised, and excluded from the work the project 
was doing. This seems to have improved, but a recent survey, carried 
out by the local authority, indicates that a number of social workers 
still feel that tlie project does not want to involve them in programmes 
for individual clients. Project workers on the other hand sometimes get 
the impression that social workers dump difficult clients on them and 
leave them to it. 

In April 1977, as originally envisaged, the local authority's Social 
Services Committee agreed to take over the project at the end of its 
three-year experimental period, and this handover is clearly another 
area of experience in which important lessons will be learned. Such a 
manag3ment handover from a voluntary agency to a statutory agency 
is fraught with potential problems and is being planned carefully, with 
the involvement of all staff. 

Peter Westland, Hammersmith's Director of Social Services, is very 
conscious of the problems which the project's experimental nature 
poses for the local authority. "The project will be absorbed into a clear 
hierarchy of accountability/' he points out, "yet its success has 
depended largely on the innovatory initiatives of the staff. The local 
authority has to be very conscious of the status and authority which it 
gives to th,! project and its Director. 

"It is very easy for the local authority to attempt to 'take care of' 
issues which in the past the Director has dealt with personally. If it 
doesn't reach agreement with the project on what things should be 
'taken.care of', there is a danger of demoralising the Director or perhaps 
diminishing hi:, identification with essential negotiations. For example, 
it would have been easy for us to have negotiated wit/? ILEA arrange
ments for their financial and staffing contribution afw! the handover. 
We could have excluded the Director from these discussions for the best 
of motives - to spare him the tedium of two bureaucracies talking to 
each other - 'but to have done so would have excluded the project staff 
from an essential bit of the developmental process. " 

Michael Whitlam considers that the handover should not adversely 
affect the way the project operates. "The staff feel that the project has 



established itself as a project in its own right and that the local comm
unity should flot notice the change in management", he says "The 
major change will be probably in the project Director's role and 
relationship to the local authority, and he should protect the staff from 
unnecessary pressure resulting from the handover. 

"As the project evolves, so our links with the community strengthen. 
We will be in a slightly more difficult position once we are part of 
Social Services, as our iltterests may be in conflict but this point has 
been thoroughly discussed bV the management and project staff and 
neither side feels unduly concerned. It is vital during such a handover to 
ensure that everyone is agreed on what exactly is being handed over, 
and this certainly has happened in this case." 
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4 
The Life of an 
Experimental Project 
as seen by the Director 
by Michael Whitlam 

This book aims to show the principles involved in the Hammersmith 
Teenage Project and the results and lessons for future development 
work to be carried out in this area. However, in this chapter I hope to 
show the stages that the project went throug'h as I feel tha~ this would 
enormously help any person in the future who is given the task of 
setting up and running a similar project and in fact it may have impli
cations for other experimental projects also. 

At the time of my appointment I had decided that custody was in
appropriate for the vast majority of offenders that I had met in the 
prisons and borstals where I worked. The opportunity to set up and run 
an alternative project was for me very exciting as I was given the 
challenge of moving into a new area with ideas that had not been tested 
elsewhere. Therefore, for me, this was a time of enormous activity. 
With any new project the first period is one where there is much 
enthusiasm and everyone concerned wants to discuss and iron out any 
problems that may arise. This will prove not to be the case fater. 

The first job I telt I must do was to explore any experience of diversion 
that existed and as it did not exist in this country I had to visit New 
York. I met many people and talked about the project brief - given to me 
by the Steering Committee - and my ideas for implementing this brief. I 
was very confused as I had many ideas and a unique opportunity which I 
did not want to waste. It was a period of gathering opinions, infor-
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mation and assessment. I felt particularly that it was a period of 
assessment as I was assessing the people that I would have to work with, 
and they were assessing me. Luckily the majority were sympathetic to 
the ideas and had had to cope for so long with the increasing problems 
of juvenile crime that they were prepared to listen and discuss reason
ably. There are alwaynhe cynics who start out doubting and spend 
time trying to prove that they are correct. "You will learn ... ", "It 
will never work . .. " and "Don't say we did not warn you . .. " were 
phrases that I was to hear many times. 

In the first three or four months I spent much time talk.ing to people, 
meeting groups and visiting organisations locally and it was not until 
I had to beg i n ta ki ng on staff and sorti ng out the prem ises that the 
problems began to arrive. 

The funds and building had been secured prior to my appointment, 
both were on fixed period contracts. I did not want to waste time as 
three years did not seem to be long at a II. I n retrospect it was a bad 
move starting the project not having the funding co-ordinated with 
the building work and the appointing of staff. I was unable, through 
lack of space, to take on the whole staff and we were restricted in the 
numbers of young people that we could take on. It was one year from 
my appointment before we were able to move into the permanent 
premises and operate in the way we intended. This is something that 
should be avoided if at all possible. 

In Apri I 1975 I took on six statf prior to taki ng any teenagers and th is 
wasthe first problem. I had talked long and hard about New Careerists 
and delinquents and programmes and we felt that we needed a period 
of orientation so that we could get to know each other. This pro
gramme lasted five weeks and was not a pleasant experience for any of 
us, although personally I felt that I knew the staff better because of it. 
For me and for the staff this was the first real experience of doubt 
about the job and the euphoria of the past few months began to fade. 

However, we all felt prepared to begin taking referrals and did so from 
May 5th. In order to restrict numbers we delibrately chose to take the 
hard core referrals. This created problems for staff and referral agencies 
alike, and proved not to be the best decision I had ever taken. The 
temporary building was not in the main area of Hammersmith and I was 
unable to establish useful links. I resorted to erecting a large notice out
side the building giving my name and the name of the project. A 
residents' deputation was quickly formed and came to see me. They had 
hoped to have the building as a residents' association base and our arrival 
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had upset them considerably. I explained that we were only there on a 
temporary basis and that I could also help them using my newly 
established contacts. This f was able to do and I also offered·the job of 
cleaner to one of the ladies concerned. This helped our local relation
ship and we are still in contact with them even though we have moved 
out of th~ir area. Our contact with the local residents' association did 
help a little, however, not as much as was necessary. 

Once a few youngsters began to arrive the work emphasis and pace 
changed but we were faced with a long summer break very soon after 
starting. We planned a trip to North Wales and the trip was to be 
highly staffed and take place whilst f was on holiday. f learned another 
lesson about working with New Careerists and also about managing 
multi-disciplinary staff. I felt that every contingency had been planned 
for except what to do if the teenagers committed an offence or if the 
staff disagreed as to how to deal with a crisis. On the last evening of the 
visit unbeknown to the staff some of the boys did commit offences and 
the project was reeling from that problem for months after. The staff 
were demoralised and some cynics were quietly chuckling to them: 
selves. Nevertheless, we survived and spirits began to improve as we 
took on more staff in anticipation of the new building being complete. 
We moved in on November 23rd, 1975 and spent only one week work,
ing out team structures and programmes. Christmas was a pleasant end 
to a most frustrating year. 

1976 began with renewed enthusiasm and people began to establ ish a 
pattern of work. However, there was a good deal of pressure from 
groups that we worked with to fit into categories that they understood. 
By the middle of the year staff were beginning to question the direction 
that they were going, This was not helped by the difficulties in setting 
up an evening programme, One result of the restrictions in the 
temporary building was that some staff had to break the habit of only 
working daytime hours. I think that it is vital to establish the pattern of 
work desired from the outset and not compromise the programme, as 
it only produces difficulties later. We may in fact havetaken on, as an 
experimental project, more than was sensible. In addition to the 
problem of establishing work patterns and programmes we had decided 
to employ New Careerists in key posts. I was keen not to force too 
much training on to these people in the hope that their natural skills 
would show through. However, we had not bargained for the consider
able support that these young staff needed in coping with the switch 
from 'client' to worker. This has proved to be a problem throughout 
the life of the project and we worked ,out induction program'mes to 
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cope with it. I think that now we have sufficient experience to know 
when to offer support and when to make demands. There are no short 
cuts to this problem; using my New York experience I thought that I 
would be able to short circuit some difficulties but many problems have 
to be worked through as a means of reaching the desired state and 
structure in which to work. 

By the middle of 1976 we had experimented with a number of 
approaches and were still able to tryout unorthodox methods without 
too much difficulty. The staff were still not settled :::it'd sure about 
.direction. This' las not I feel, due to any lack of elfr ~y in the original 
brief but largely lack of experience and reai understanding on the part of 
those people with whom we worked outside the project. By this time 
also we had lost two staff, one who left to go to a "better job" and the 
other for a variety of reasons. Both people in some ways were victims 
of the confusion of the start of an experimental project and their 
leaving left the rest of us with a certain feeling of failure and concern. I 
think that it was around this time that morale really slumped to an all 
time low. Many staff talked of internal problems and of leaving; so 
much so that it was decided to hold a review of the project. 

The review took the shape of individual discussions with staff resulting 
in a number of issues being raised. The youth worker then produced a 
discussion document which formed th~ basis of the staff discussions. 
Around this time also more staff talked of leaving and in many respects 
if some of the changes were to be implemented it was necessary to lose 
some of the very good staff. I am convinced that working on an experi
mental project requires a different type of worker than for working on 
an established project. Qualities of determination, flexibility, staying 
power and stability are perhaps obvious qualities for most jobs but 
more important on an experimental project. 

From the review we were able to re-affirm the original aims and object
ives and that I think says a great deal for the sound way in which this 
project was set up. The review both at a staff level and at management 
level seemed to focus on methods and approaches. Some job descript
ions were changed to cater for a new understanding of the needs of the 
project - based this time on experienc~ Selection processes were 
altered as were support structures. 

By Christmas 1976 the most uncomfortable three months of my 
professional career were over and the Hammersmith Teenage Project 
Mark III was born. This time it was based on tested ideas with 
committed staff selected with a greater understanding of the likely 

50 



workload. It seemed that we were now set for a period of consolidation 
where the young people on the project would reap the benefits. I am 
sure that that is so because now in September/October 1977 we have a 
very competent and professional staff who are able to give the teenagers 
what I consider as good a service as there is at present in the country. 

For me 1977 has meant that in addition to the normal running of the 
Project I have had to concern myself with two other factors. Early on 
in the year we had the preparation for the hand-over to the local 
authority. This required the pulling together of available research data 
in order that it could be presented to Hammersmith Council. Negotiat
ions with Hammersmith Council had been going on throughout the 
project but from January to June we worked hard on them. By July 
we knew that we had been successful in negotiating the hand-over of 
the project from NACRO to the London Borough of Hammersmith to 
take effect from 1 st April, 1978. It remained then to work through 
with staff any problems that might arise with the change in managing 
body. 

The second major piece of work was, as should be the case with any 
experimental project, a review of the lessons learned and the dis
semination of those lessons. This book forms part of that work. How
ever, it is still necessary to take time to talk and share experiences 
with others in the field. I have chosen to do this through conferences, 
articles and aI/owing a steady flow of visitors to the Project. I am sure 
that this is a major part of the work. However, one must not forget that 
the other project workers may not see it as a major part of their work 
and they should not be prevented from carrying out their normal tasks 
with the client group. Neither should the client group be compromised. 
The story does not finish there however as I feel that, as we are part of 
a continuing search for alternative methods of care and treatment, we 
have a responsibility to continue the developmental work by encourag
ing others to have the courage to take risks and try something different. 
We must also be able to allow others to make use of our experience, 
both good and bad. 

I hope that this chapter - which was not intended to give details of our 
work and operational procedure - will show that it is possible to 
survive the trials and tribulations of an experimental project, survive 
the label "charismatic nut" and develop new ideas. I was lucky I had 
sound back-up in NACRO and intelligent, caring, although often 
highly emotional staff to put up with a Director whose ideals were 
high but achievable. 
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5 

Some Conclusions 

This booklet does not set out to suggest that the Hammersmith Teenage 
Project has found a model that all other non-custodial projects for 
young people could emulate. However, those who have set up and been' 
responsible for the running of the project are sure that what they have 
provided is at least as successful as the much more expensive custodial 
alternatives and contains some pointers towards a more rational policy 
for juvenile offenders for the future. 

Lessons learned so far from the project are not new and may have been 
obvious to many before the project began. Others may find that they 
can learn from the project's experience, the mistakes it made and the 
ideas that worked. Since the project is continuing - and we hope it will 
continue for as long as there is a demand for it in Hammersmith - the 
picture we have given in this booklet of a fixed time scale within 
which ideas were tested out, changed, developed and then pronounced 
successful or unsuccessful, is a false one. As the booklet goes to press 
other changes are being made and the process of development con
tinues. The research programme also carries on until September 1978 
and a full research report should be available soon after that. 

In the meantime, however, certain conclusions may be drawn even 
though they may need to be modified as time goes by. 

One clear conclusion from the work of the project is that more co
operation between all the agencies working with young people is 
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essential. The fragmentation and differentiation of young people's 
services makes it all too easy for bad decisions to be taken and for 
responsibilities to be passed from one agency to another. It is a widely 
held view that closer co-operation is essential. The Personal Social 
Services Council in the report "A Future for Intermediate Treat-
ment" (10) recommended the setting up of liaison groups centrally 
and locally to bring together officers of different agencies, elected 
members, magistrates, professional workers, indigenous workers and 
volunteers from the community. The House of Commons Expenditure 
Committee in its report on the Children and Young Persons Act 1969 
(11) also called for the setting up of liaison committees. In its Observ
ations on the Expenditure Committee Report (12) the Government 
called for "greater mutual understanding, consultation and co-operat
ion among all those who share responsibility for helping children in 
trouble and protecting and re-assuring the community". The experience 
of the Hammersmith Teenage Project'would certainly lead to support 
for this recommendation. 

Of all the agencies involved, the role of the education system in relation 
to the young person in trouble is perhaps the most difficult one. It is 
worth re-stating that virtually all the Hammersmith Teemige Project 
youngsters were having difficulties at school and many could not cope 
with the school environment. Clearly school must serve the interests of 
the majority of children and cannot be run for the benefit of the diffi
cult or disturbed few. On the other hand, schoo! is the one agency which 
has long term contact with all young people up to thr age of 16 and 
which could playa large part in helping some of these young people 
thr04gh their difficult times. In fact, many schools do divert consider
able resources to the caring side of the educational process. Some 
schools now employ social workers on their staff and research on the 
impact of such appointments suggests that they may reduce the 
incidence of juvenile offending. This seems to be a worthwhile area for 
development and it is to be hoped that such schemes in schools will be 
extended. 

The courts are in a sense at the centre of the whole process of dealing 

(10) A Future for Intermediate Treatment. Personal Social Services Council. June 
1977. 

(11) Eleventh Report from the Expenditure Committee. The Children and Young 
Persons Act 1969. H MSO July 1975. 

(12) Observations on the Eleventh Report from the Expenditure Committee. The 
Children and Young Persons Act 1969. HMSO 1976. 
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with juvenile offenders. The Hammersmith Teenage Project found the 
courts helpful to them and most of the magistrates were actively seek
ing appropriate alternatives to custody for those who appeared before 
them, some with sadden:ng regularity. Unfortunately alternatives are 
few. The experience of the project suggests that magistrates are willing 
and eager to use alternatives and the problem lies in the shortage of 
such alternatives, not in any enthusiasm on the part of the magistrates 
for more custodial sentences. 

The police, too, are central. The police in Hammersmith have supported 
the project and to a limited extent they have used it as an addition to 
the cautioning procedure to divert selected juven ile offende'rs from the 
court process. This seems to have been worthwhile and there would be 
great benefit in setting up further experiments in other areas. The role 
of the police is very important in any development regarding young 
people in trouble and any organisation setting up projects for young 
people would do well to involve the police from an early stage. 

Finally, close liaison and continuing co-operation with all levels of the 
local authority social services department, and with councillors serv- . 
ing on the social services committee, has of course been essential in 
relation to such matters as finance, referrals to the j:'roject, effective 
links with the juvenile court and many other aspects of the project's 
functioning. Moreover, without such co-operation, the eventual hand
over of the project to the local authority could not have taken place 
with the same confidence that it will be allowed to retain the flexibility 
which has proved fundamental to its effective operation. 

The involvement of all these professional agencies is essential; so too is 
the involvement of the lay community, Community involvement was 
basic to the ideas behind the Hammersmith Teenage Project. JUst as the 
problems which lead many young people into trouble were rooted with
in their community, so it was felt were the solutions. To take a child 
from the community to which he was to return seemed illogical. The 
problems needed to be tackled on the spot with the involvement of the 
people who formed the young person's environment. This idea has 
proved mQre difficult to put into practice than had been expected and, 
though there have been some advances, this part of the project has not 
been as successful as was originally hoped. This has not diminished the 
belief that the community should be much more involved with its 
difficult young people but has pointed to the need for much more 
experimentation with ways of bringing. this about. 

The contribution of the New Careerists has undoubtedly been of weat 
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value and, although some of the more naive presumptions were 
challenged, the basic concept has more than proved its worth. More 
experimentation with the New Careers concept is necessary and more 
attention could well be given by the training agencies and social work 
employers to the possibilities of developing the potential of this group. 

Now, at the end of its first three experimental years, the Hammersmith 
Teenage Project believes that others may benefit from learning both of 
its successes and of its mistakes. We are happy to share our experience 
with others in the hope that the imagination, the drive and the 
necessary resources will be forthcoming to ensure the establishment of 
such a project in every area with juvenile crime problems comparable to 
those of the London Borough of Hammersmith .. 
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