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" \1’ . CHAPTER oms'

< velopment and’ 1mp1ementat1onf*

f’fsupport the implementation of self-contalned,de11nquency preventlon programs P
“**based 1n schools.c Mater1a1pconta1ned 1n the larger volume 1s the ba51s for e

- mat1on"can use“this material td develop: new'programs,
‘-n1t1es, fbrmulate sequentlalgactlon steps, and 1mprove exlstlng programsv~

The concept of self;contalned programs was' developed and descr1bed in

' Dellnquency Preventlon' Theories and Strategies, a monograph that contains

a rev1ew of contemporary theory and research f1nd1ngs pr1nc1p1es strate-'
honspfor de11nouency preventlon As’

-such a program and plan systematlc sequence’of act1V1t1es for program de-vs

when they arev”f
de11nquency preventlon efforts.

Self—contalned programs are“short term efforts on‘a 11m1ted scale d1-

f reoted toward a‘distinct segment of the youth populatlon. ‘They should not

be confused with traditional direct-service programs “that focus on correct-.v
ing or. 1mprov1ng features of an individual youth ‘Self-contained programs

_;schools, the nerceived 1rre1evance bfwcurr1cula*to youth s1tuat10ns and to.
y“worthwhlle_and ba51e pursu1ts, ‘and ‘school sortlng procedures such as track-v
' - Self-contalned programs are 1ntended t’&create

“nd gradlng

meones anai *‘Su‘afégles can be 'rapp‘l‘;fiiéd:." fi—tj"m

‘Theflmplementation equenc,‘lncludes mechan1sms both for
: ' 21ng the sl1ppage between

ocal program.desx“vers'an | thosé who p 0V1de themJW1th 1nfor-b

State level personnel may f1nd gu1dance here R

are designed to prov1de'1mmed1ate benefits to the youth partlclpants by creat-“,
- ing a social- 51tuat1onj'hat is- 11ke1y to 11m1t the1r partlclpatlon 1n de11n-_p[
‘quent behav1or. : : P ; :

Many of the sl

‘assess’ cﬁrrentfopportu- L
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- recruit support for pr1nc1pals and others who are in favor of these programs.

e
¥

i
i

/Anyone who exertS‘even a modest influence on local school-based programs is -
| encouraged to become familiar with the elements presented here and the ra-

tlonale behlnd them, .. - a»~.,“~i - -,sf T ~,;tg~~

State agency representatlves partlcularly SPA personnel Wlll flnd
pointers in this paper fer judging the worth of proposed and exlstlng pro-.
grams. - The material included here can help to assess-what the ‘potential
of a ‘program on- the draw1ng board will be when it becomes fully implemented,
-as-well.as the prospects for obta1n1ng more than token. implementation at a
given site with given personnel:and resources. This paper can also serve . -
as a resourCeaJhen generating programs and preparlng techn1cal a351stance

materlals to support local personnel

In addltlon, state level personnel in the educat10na1 system can. use
this material to. assess prospective programs in partlcular schools and to

1.3 Scope of the Paper .'af g',:'

This paper does not. Offer day-by-day programs or course outllnes nor
does it prov1de a formula that can be followed mechanically to develop a
program. - Rather, it attempts to anticipate the probable stages of work;
to identify the problems, -issues, -and tasks that these stages will present
and ‘to suggest approaches to them. - .Applying these p01nters w111 requlre

b‘l;con51derab1e creat1v1ty'on the part of the reader.‘w_ el

o

Q§W1th respect to management plannlng, negotlatlng, and allocatlng re-~

,'sources, ‘this paper consiters only those’ problems peculiar to the approach

and programs recommended For general admlnlstratlve strategles that apply :
to a. W1de range of endeavors, other sources should be consulted Y

‘This is a worklng paper. The 1deas here are the result of substantlal
f1e1d 2xperience and -a broad review of llterature, ‘but they will need coni~
tinual refinement. ‘The ‘suggestions and evaluations presented here are ten-
tative. : Applylng ‘them will produce further &n51ghts whlch w111 become the
basrs for ong01ng modlflcatlon and correctlon. T Jr R T _

Somet1mes program recommendatlons are not 1mn1emented for reasons other
than resistance to change.: Two situations. can exist, dependlngﬂon the level

- of generality of the-ideas that are presented When a presentatron is too

general, the contrast:between proposed . and existing programs is ‘unclear, -

For example, personnel from almost all. schools feel that they are’doing some-
thing ‘to make learning more humanistic and to improve. their school's climate, -
They may respond to a generalized recommendation: by agreein§ and then. 51mp1y o
doing more of what they are already d01ng without trying anything new. On - o

the other hand, when a presentatlon is too specific, any attempt to 1mp1ementf' -

‘the program is abandoned. ' This Tésults when personnel try to,dup11cate every,
detail of a '"model program” that might have worked quite succe%sfully in an-

other sett1ng but needs to‘be ta1lored to therr school's env1ronment.ﬂkTheyl

=

may reject not only the model but also: the prlnC1p1es behind 1t., In some .
cases,; the program will survive in name only, taking ‘a form that -bears
little similarity either to the or1g1na1 program or to any known pr1nc1ples
of dellnquency preventlon., i .

The presentatlon should be general enough to requlre adaptatlon of the
pr1nc1p1es to.local conditions, but spec1f1c enough to avoid the response,

"'We're. already d01ng that.ﬂ To this' end, we have included recommendatlons;

for spec1f1c school environments, pr1nc1p1es ‘to follow in designing a spee,

“.cific.school-based dellnquency prevention program, and suggestions for Aim-
’plementlng 1t w1thout sacr1f1c1ng the 1ntegr1ty of the pr1nc1ples.“” N

ThlS 1s not a step by step "how to" manual ‘and 1t does not contaln o
prepackaged programs or.models. . - References to act1v1t1es of existing pro-?
grams: appear solery for: the purpose “of 111ustrat1ng pr1nc1p1es. Trans- '
plantlng spec1f1c act1V1t1es to new settings is ‘not recommended. ‘

S L S0

1. 4 Arrangement of the Paper ;,da‘,,f‘..fﬂ S 1”4 ‘7“~n

Chapter Two . presents .an overvlew of self contalned de11nquency pro-

,grams and their 1ntended beneflts, contrasts thear value with that of lar-
... ger. scale efforts for. ‘selective organlzatlonal change, and explalns why the
_ 'focus is on‘schools, Chapter Three. descrlbes program . features, in more de-
. ‘tail, W1th;r erence to; the. pr1nc1p1es ‘and’ strategles upon which they are

Z:based Theifeatures dlscussed are content and act1v1t1es, partlclpants,

program routines, settlng, ‘and evaluatlon. Chapter Four expla:ns how the:
pr1nc1ples and- strategies apply to tasks and activities in a sequence of

‘1mp1ementatlon steps.; Chapter Four . also contains recommendations for ini-
~ tially assessing the prospects for a program, obtalnlng ,Support for it, and
~ .developing a plan of action to launch the, program Whlle Chapter Three de-
. scribes what a self—contalned pro

"how to br1ng 1t about :

“

Ce
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‘longing, and influential.

_viding more opportunities for students to achieve legitimacy.

“
i e S R

i

2. CHAPTER THO: ‘-‘ovEnvmw' OF 'S(ELF';-CON.'I‘AINED 'PRGGRAMS S

= The self—contalned programs descr1bed here are relat1ve1y short ‘term

~efforts: designed to provide selected population segments. of youth with op-

portunltles to achieve social legltlmacy Social legitimacy refers to the
perception of youth by themselves and by others as useful, competent be-
Their social environment prov1des some young
persons with fewer opportunltles than others to feel useful, to demonstrate
competenceé, to belong, and to exert 1nf1uence over matters that affect their
lives. One corrective course is to prov1de additional avenues to legitimacy
for the categories of youth who need them the most. Adding a self-contained
program in a school is one way of doing. this. Although one obJectlve of
this type of program is to reduce ‘delinquent behavior by the part1c1pants,

a program that is properly de51gned and carrled out offers other beneflts

‘as well

2.1 Self-Contained Programs Compared ‘with Selectlve 0rg44;zat10na1 Chang_

- Both the school based, self—contalned programs descr1bed ‘here and selec-v

tive changes in school organlzat1on emphasize preventing delinquency by pro-

are intended to reduce delinquency-producing forces and to encourage law-
abiding behavior in schools. The selective organ12at10na1 changes in schools
Tecommended are a variety of ad;ustments in ma1nstream p011c1es and practlces

© of an ent1re school,.lncludlng

@ Adjustments’ in the ways values are descrlbed and
' ‘emphasized in schools by reduc1ng the emphasis =~
on competltlon and increasing the ‘emphasis on par-’
‘ticipation in cooperative endeavors; by decreasing
the emphasis on a narrow group of hlgh-status work
occupations and by promoting a‘more balanced atti-
“tude regarding the value of the variety of occu-.
‘pations necessary to society; by deemphasizing k :
the value of narrow academic skills and pursuits o
and by encouraging a more positive empha51s on : '
; pract1ca1 skills, work, and partlclpatlon in com-
’ mun1ty affa1rs. S B

AdJustments in currlculum, by prov1d1ng more or-. : o

 ganized educatlonal support for the study and L ; e
i practlce of work, for the study of and involve- C :
ment in ‘community affairs, and for the mastery
‘ of pract1cal competencles needed by all.

£
N

]

‘Both approaches

e Dot

e

. Adjustments in the c1a551f1cat10n -and sorting of
students -~ which affect bonding, ‘opportunity, and
labeling -- by changing school tracking policies
and practices, by reorganlzlng the system of pre-

srequ151tes, and by removing academic performance

. as.an entrance criterion for éxtracurricular ac-

tivities. Some of these sorting practices are

_ aggravated by often unintended but nevertheless
systematic reactions to artlfacts of Class, race,;

AT S and- ethn1c1ty

Y ) fAdJustments in school governance by expandlng
- student part1c1pat10n ‘as planners, developers, i
~ instructors; aides, and in other responsible roles
‘in the school and by insuring that systems of dis- -
C1p11ne are 1eg1t1mate, fair, cons1stent ‘and
N clear and are percelved as such

‘ Recommendat1ons for establlshlng self contained dellnquency prevention
programs in schools also- recognlze potential harm in the ways in which values
are. emphas1zed in currlcula, in classification and sorting procedures, and

in school governance policies. In the absence of schoolwide adjustments of

these factors, the self-contained program is an attempt to counteract their
de11nquency-produc1ng impact for some students. Instead of altering the ex-

~isting school environment, the self-contained program supplements <it by pro-

V1d1ng a temporary settlng in which these elements are modified. The logic
is that the stake in law-abiding behavior and other supports for good con- -
duct that may be missing or weak in the mainstream school experlence w111 be
supplled ‘for some by the self—contalned program

The dlst1nct10n between a self-contalned de11nquency preventlon program

and selective. organ1zatlona1 change is in many ways one of degree. The con-
trast is not between two completely different approaches, but rather between
polar extremes along a contlnuum. Determining which designation best de-

scrlbes any" glven effort requlres the answers to the fbllow1ng four- questlons

F1rst ‘who actuallzﬁconducts the effort* H1r1ng add1t1onal staff mem-
bers or. brlnglng in outside specialists to run a program ‘diminishes the, pros-

’pects for permanent organizational change.. The experience ~of outsiders work-

1ng in a school, no matter how: capable ~they are in running a speclal program,
is less likely to affect other parts- of the organlzatlon than is the experi- "
ence of insiders. ~The use of out51de people is one mark of a self-contained
program, however, 1t is recommended only as a last resort

, Second what resources. support the effort?- Wlth notable exceptlons,
self—contalned programs tend to rely on grants and other sources -of outside
-, funding, while selective organ1zat10na1 change usually does not, In general
‘the more an effort depends on outside" resources, ‘the less llke}y it'is to

- surv1ve when the fund1ng or: gther support Tuns out. For th1s reason, the "

1
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most durable efforts are those for which support comes from internal resources.
Heavy reliance on outside fundlng is another characterlstlc of many self-con-
tained programs. Again, it 1s recommended only when prospects for 1nterna1
suypport are poor. -

Third, for what length of time are school personnel committed to the
effort? Self-contained programs are relatively short-term efforts; time com-
mitments of a semester or two may be suitable for certain programs of the
type described here. In contrast, selective organizational change 'is by
definition a long-term undertaking; it does not imply a temporary change in
policy. Most organizational change is incremental, and many effects are not
apparent in the span of a single school year. For self-contained programs,
initial time commitments should be adequate for design, “full 1mp1ementatlon,
and assessment of process and outcomes. The assessments should facilitate
long-term commitments to efforts that fall closer to ‘the selective organiza-
tional change end of the continuum. . . b ¢ .

R

Fourth, how much space does the effort have? This aspect refers to
both the physical facilities and the number of hours per week alloted to
the effort. Self-contained programs typically have specific boundaries with
respect to time and place, while selective organizational change efforts focus
on elements that affect an entire school setting. Placing boundaries around
a program carries risks. For example, locating a self-contained program next
to the furnace room in the school basement will make it unobstrusive, but at
the same time this location may destroy the prospects for subsequent organi-

’ zational change, as well as the promise of immediate beneflts for those in

the program.

P

In each of the four questions just dlscussed _the optlonal recommenda-

tion is not for self-contained programs” in their purest form. Programs hold—
ing the greatest promlse are: ‘ o ,

» Those that are run by 1n51ders rather than outs1ders,

o Those that are ma1nta1ned through ex1st1ng organ1zat10nal
resources rather than out51de fundlng,
e Those that have commitments from school personnel over
B/ - a substant1a1 span of time; and
i ° '
° Those whose locatlon and hours do not - set them apart
,dramatlcally from malnstream school act1v1t1es.‘

Acceptance in some schools w111 requ1re compromls1ng on onc or more of
these points; for example, no program may be possible-without the support: of
a grant. However; anyone wishing to implement an effective self-contained
delinquency prevent1on program should resist undue compromise. At some point,
the effort should be abandoned altogether rather than be allow&d to become so
diluted ‘that the contemplated program is no better (or poss1bly worse) than

R PRI A s sy e

‘no program at all. Flgure 2-1 deplcts the trade-offs between easé of

» N

implementation and high impact. In an optimal program each characteristic
falls as close as possible to the right side of the continum.

2.2 Intended Benefits of Serf-Contalned De11nquency Prevent1on
Program based in Schools : T

2.2.1 Reduction of Delinquent Behavior

By applylng key pr1nc1p1es drawn from a SOlld body of theory and
empirical evidence, self-contained delinquency preventlon programs are
intended to reduce delinquent behavior. Comtemporary theories of

delinquency, well- supported by research, point to the organized social

environment as the primary influence in both delinquent and law-abiding
behavior. That is, certain features of the organization of schools,

of work, of neighborhood and community affairs,-and of families contribute
systematically to delinquent behavior. These theories discussed more

fully in Delinquency Prevention: Theories and Strategies, are outlined below. -

° Bonding and Control Theories--According to bonding
and control theories, most people stay out of trouble’

- most of the time because they are bonded to conventional
norms of society through their affildations at home, at
school, in the workplace, and at church. So'long as
some of these ties dare strong, an individual is likely
to conform to the rules. Hirschi described four
control processes that support conformity:

--  Commitment refers to a person's having “interests
that misconduct would jeopardize, a stake in
conventional activities that could be lost
as a result of rule-breaking. The stake includes

' both a desirable position at present and a

future.\\ _ A
-« A second control process is attachment to other
: people; to violate a norm is to violate the

wishes and expectations of others; a low

level of attachment makes violation more likely.

== Involvement in conventional activities refers to
. one's present participation and investment of
~time and efiergy in the activity. Only some
involvements serve as controls on behavior.
Hischi found time spent watchlng telev151on,
engaging in sports, and reading magazines to
~be unrelated to delinquent behavior, while

AN
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> eExtreme form of self-contalned

“fprograms. ‘easiest to implement,  m

but prom151ng least 1mpact--:ﬁ*~'
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; promlslng greatest‘lmpact--l”'

Run entlrely by persons ij‘j g;i

from out51de the school o=

‘Supported entlrely by grants or
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Time commitment of one semester o
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ftlme spent doing homework was associated

: .,; with lower de11nquency, even when there
T were controls for classroom grades.

_ éélf:The fourth control process is’ beZzef in

- ¢ . the moral Val1d1ty of social rules. There

' ‘is'a strong connectlon between commitment
~and involvement at home and at “school ‘and
‘.respect for the law. 5 rg_h‘\‘ ; P

Note that these arguments are not nearly as 51mple as 1np11ed in the saylng,

"the Devil finds. work for idle. Hanas" 51moly keeping young people busy.
has not been shown to reduce dellnquent behavior. The fundamental issue
is whether an organlzed activity proy1des a social stake, a de51rab1e
position that could be lost and that is the basis for involvement, for
attachment to others, and for bellef 1n the moral va11d1ty of prevalllng
rules.-

®  Strain and’Opportunity”Theories--These'thedries“hold that, -
- in our soc1ety, the same goals tend to be held out to o
everyone as desrrable. This becomes a problem o
. -~ because 1eg1t1mate avenues for ach1ev1ng those
‘s goals are not equally open to all. The combination
- of equality of goals and 1nequa11ty of opportunity-
Lregularly makes ‘it 1mp0551b1e for some segments of :
“the populatlon to’ play by the rules and still get
what everybody wants. As a consequence, some people
use illegitimate means to achleve these goals., :
~_Some may . Teject both the goals and ‘the ‘means and ‘
- “retfeat socially, e1ther by remov1ng4fhemselves ey
julphy51ca11y, or by using alcohol or dﬂfgs. Others
- may engage in r1tual conform1ty, ac&eptlng the
‘means but reJectlng or abandonlng the goals, while
o still others: may rebel, rejecting . both the goals
' and the ‘meéans and subst1tut1ng new ones in their == - ,
,places.p Many of these responses ‘are called "delrnquency N

.. .using negative or derogatory”descr1pt10ns of
" individuals affects the1r situation and their behav1or.
~ Some people, by virtue of Tace,’ class,. or ethn1clty,
L may be partlcularly subJect to such’ 1abe11ng The
- ‘usual process is for negative assessments of acts
7 (Johnny or Janie broke ‘a’ w1ndow) to become negatlve
s descrlptrons of persons”(Jan1e oerohnny 1s a delrnquent)

.fgtg"k>Labellng_*heory--Thevlabellng‘theory‘explalns how ;ﬂy ;‘jtf"




delinquency prevention programs are:designed to convey. immediate

 ”2'2;3';  Refiheﬁéﬁt b£}§§prqg¢h;i ;f£ ":‘

.~ basis for improving the approach. - The design should provide for

-~ feedback on the effectiveness of various'elements of the programs.
.-Subsequent programs in a given school can at least expand the more
vleffective%glements=and‘Curtail'The'less,effectiveOnes;~'8hariﬂﬁy m

G

% is expected, not productivity and opportunities .
for bonding to conventional activities; and actors
are diminished. Often the labeled person will -

< behave in accordance with the label and will accept
the label as his self-image. Thus delinquent
behavior becomes more prcbable. - =

Self-contained delinquency prevention programs are intended to. reduce
delinquent behavior (a)_by{increasing;opportunities,for‘bdnding and
commitment to conventional lines of action, (b) by providing closer
correspondence between aspirations and the legitimate means of attaining

“them, (c) byrﬁncreasing.interactiOn,betweenlyOuth and groups supporting

law-abiding behavior, and' (d) by reducing negative labeling or by

~relabeling participants positively.. A useful concept that ties all

of these goals together is that of social.legitimacy, the chance for a
youth to be--and to to seen as--useful, competént, belonging, and
}19f1uentia1.‘ In brief, these programs are intended to create school
situations for selected .students that reduce delinquency-producing
forces and support law-abiding behavior. T

2.2.2  Other Positive Benefits to Youth

In addition to reducing délinquency;'tﬁeSéysélf;coﬂtaihedv

Q\

positive benefits to the youths who participate in them. Current
evidence indicates that the same blocked opportunites that contribute
to delinquent behavior produce alternative responses such as low
productivity in school and truancy. By providing youth with new
opportunities and by engaging participants in attractive pursuits,
the programs promise favorable development for all involved, even
those who would not have become delinquent’ in any event. 2

~ The pqsitive,beB«f;ts of the programs should extend beyond the
school setting. As described later in this paper, Tecommendations
include establishing the worth of the program and its participants
in the larger community and conveying favorable information about
participants to their parents and other important adults they know.
All of these efforts enhance the potential for delinquency prevention,
as-well as for-positive youth deveiopment in a more general sense.

i
-l
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 realized in a particular school.

this feedback with’individuals in other programs will permit refining
and correcting the 'overall approach for all who intend to -use it in

“the future. What is intended here is modification of principles and
“general program guidelines, not the development of better prepackaged

models to be adopted blindly. In short, running a program is the only
way to learn how to apply these ideas better. This is the experimental
aspect of the approach. e ; col

2.2.4  Speed and Base of Implementation

~_ Another benefit of self-contained programs lies in the speed and.
ease with which they can be implemented, in comparison to selective
organizational change. "Although selective change in the school - .
organization is -the most direct route to the desired result, many
situations will not permit it. A wish for a quick response to
pressing problems and apprehension over a disruption in routine may -
‘cause school personnel to be less than receptive to a proposul for
relatively permanent and widespread change in their accustomed setting.
However,  self-contained programs are conducted on a small scale for a
limited time, and are more likely to be accepted by personnel unwilling
to approve a more ambitious effort. Self-contained delinquency ‘

~ prevention programs are also more likely to overcome another obstacle,

that of a perceived lack 0f resources to support something new. - Guide-
lines under which many grants are awarded favor time-limited, small-
scale programs dealing directly with definite youth populations..

2.2,5 Basis for Broader Changes T
Self-contained programs are intended to lay the groundwork for
subsequent selective organizational change. By applying on a modest
trial basis many of thie same improvements in school policies and
practices that are recommended for benefiting entire student bodies,
a self-contained program can serve as a reality check on commonly held
presumptions about the consequence of making these changes on a larger

 scale. The.operation of such a program can demonstrate that some fears .
'surrounding modification of policy are unfounded and that certain

-~ changes are both feasible and effective. The prospects for spinoff

* benefits in the form of more general changes in the organization of the

. school range from piecemeal adoption of practices that have been =

successful in the special program to school-wide overhaul of tracking
policies, . Although self-contained programs initially provide benefits

- ~only to~the limited group of youngsters who participate,.they may pave .
 the way for changes that will benefit much larger populations. Those
~who éstablish:priorities among programs seeking support should weigh - -

. 5

initial signs indicating whether their loqgexﬁrangeﬁpromiseﬁ;an»be';' -

. DR = A L . B
LRI RS _ _ e

‘o

@




[

- N : et
” i A e N YA By T

2.3 Reasons for Ba51nngelf Contalned Dellnquency Preventlon
Programs in Schools o ;

Research po1nts to the school as. the most 1nf1uent1al 51ng1e settlng

' w1th respect to. dellnquent behavior, more influential than the home in

the years when delinquent behavior begins to rise toward a peak at

.about age 16.1 - Nevertheless,)dellnquency prevention programs have

seldom focused on the school settings. Three arguments 1n favor of

vschool based programs are dls}ussed below.

p

F1rst the school is cenﬁral to the present 11ves and future . -
prospects of young people. - Jyoung person's standing as a student is
the single most important . determinant of his position in the world--1t
defines relations with peers, employers,‘and even famlly It should
not be surprising, then, thatlschool experiences influence - more than
"cogn1t1ve" learning, and that their effects spill over into behavior
‘and' interactions with- others in a variety of ways both in and out of
school. The quality of youth s interactions with his parents depends,
partly on his standing in school. Peers tend to be those in similar
positions with. respect to 'school- assigned: classifications; the choice
of associates after school is often a school-related matter. The school
is anuapprqprlate focus for intervention partly because of its central
place in the llves of youngﬁpeople. ol

Second school is the place where qu1te a b1t of troublesome
behavior takes place. In meetings with school administrators and
teachers, complaints about classroom d15rupt1on, truancy, vandalism,
and violence are quick to surface. Studies of school violence and
vandalism have proliferated in the last j0 years. State legislators

~and local policymakers have addressed.issues of school attendance and

disruptive behavior. As demands on schools proliferate--demands to

achieve more diverse gcals, with greater numbers of students over

longer. perlods of t1me—e1nf1uence of the school on troublesome "

behav1or is increasingly an issue. The school is a relevant and approprlate

- focus for intervention partly because it is the setting for an array of

troublesome behavior and because schools have a stake in preventing or

reducing that behavior. That is, delinquency prevention is a practical
problem for schools,u,> , ",;,Qfﬁzg,;ggg, e ’ D

2 »"u
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Th1rd schools appear ‘to be organlzed in ways that unlntentlonally
but systematlcally contribute to troublesome behavior on the part of some
young peopie. This is the least- well-recogn1zed but most powerful,

argument in favor of intervention in schools. - Schools have an enormous.

o

2 . A

, 1 ThlS research is descrlbed in Chapter Two of Dellnquency Preventlon'~
'Theor1es and Stratgg;es. ‘ '

O
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potential to be vehicles for bonding to conventional norms, they are

“primary sources of opportunity, ‘and the _importance of labeling in school
- appears to sufpass that of any other. 1nst1tut10n, 1nc1ud1ng the juvenile’

justice system. For most young people, school is the main avenue for
achieving legitimacy. " But just as we recognize the potential for the
school to mold our young people into successful, productive, law-abiding
citizens, we must also seek in the school the influences that result for

. some in failure, alienation, and delinquency. Studies have identified

several areas: in wh1ch these 1nf1uences exist 1nc1ud1ng the following:

. Practlces of student c1a551f1cat10nvand selectlon appear
to contribute to delinquency and other troublesome be-.
.--havior. . The practice and consequences of '"sorting! have
e ‘recelved substantial attention in the research literature..
~Such practices, however described (ability grouping,

‘ tracking, curriculum placement), have been supported by a
variety of administrative and pedagogical rationales but
~ have also been linked to troublesome behavior.

(] rGovernance arrangements, rules and regulatlons, discipli-
- nary procedures all appear to ‘have an influence on the
incidence of troublesome behavior.- The Safe Schools
Study Report to Congress:(NIEJ.1977),conc1uded that:,

A fa1r, flrm, and con51stent system for funnlng a school
‘seems to be a key factor in reducing violence. Where the

rules are known, and where they are firmly and fairly en-

forced, less ‘violence ‘OCCUT S% .44 - However, a hostile and-
authorization attitude on the part of the teachers toward~
‘the students can. result in more. vandallsm (p 9) '

To the degree that the school is, on other respects, a place that
prOV1des a staké in conventional, law abiding action, a 1eg1t1mate and
falr system of d15c1p11ne ought to be effect1ve.ﬂ*.n : o

/'.o Interact1ons between students and teachers ‘can 1ncrease aff;
‘the incidence of troublesome behavior. ~Although a number

" of aspects of these relationships may be at issue, the
greatest attention has been devoted to the effects of -
-labeling as’ conveyed 1n the course‘of day-to day inter-.
actlon.,‘.v e ;f“ / A \,i_ a,~ : ,‘;nf

fvfo School factors appear to be more powerful in. produc1ng
delinquent ‘behavior than home and family factors, at.
-1east among. students in secondary schools. . Reportrng
" the result of a rigorous, longitudinal study of the
etlology of de11nquency and dropout (and the relatronshlp)

e
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between dellnquency and dropout) Elllott and Voss
,(1974) conclude' .

i School related varlables are the strongest pred1ctors
-+ - of both dropout and delinquency for males and females;
"’ﬁparental reJect1on is pred1ct1ve of de11nquency for RS
'females.xf“ . , B

'»Contrary to popular view," dellnquency appears to decline
;. among young people who drop out, and to increase among those
~ who remain in school ‘under cond1t10ns of ‘failure coupled -
with alienation. Delinquency and dropout are in 1mportant
-~fways alternatlve responses to the school s1tuat1on.i -

These f1nd1ngs may seem surprlslng fo those who have relied upon
~ large- scale studies of school effects (Coleman, 1966; Jencks, 1972), since
the conclusion is that there are few differences between schools in their
effects on student ach1evement or behavior and that changing schools
will make only a minimal- d1fference in- those 'student outcomes. ' On this
mat\er, a recent revrew by Rutter et al. (1979) offers. thls observatlon'

A magor p01nt about the large scale surveys is that they
examined a very narrow range of school variables.  The
~main focus was on resources, as reflected in items and
teacher-pup11 ratio.....these rather concrete variables
say nothing about a whole range of school features which:
. might influence" ch11dren's behavior and attainments.
- As Jencks et al. (1972) themselves ‘pointed out, they
. "ignored-not only’ attltudes and’ values but the 1nterna1
: l1fe of school" (pp 4- -5).° Lo

} It is preclsely thrs 1nterna1 school 11fe that is’ exam1ned and found
to be a _cause of delrnguency 1n the studles c1ted here

In sum, the school is a relevant and a‘"ro‘rlate locus of 1ntervent10n
partly (and most importantly) because: certain school practices contribute.
in unintended but systematic ways to dellnquent and other troublesome
behav1or, both 1n and out of school : S

.This is not to c1a1m that school organlzatlon is: the srngle cause of
de11nquent behavior, and that by de51gn1ng 'schools. properly we. could avo1d
all troublesome behavior. However, school - forces are- powerful and have
been generally unattended, in programs of delinquency prevention. The’ SRR
evidence is suff1c1ent1y persua51ve to warrant a concerted attem t at h
practical application. Theéy are also pr1mary targets for selectfve

: organxzatlonal change, a goal that 1nternal o erat1
on of -
. PrOgram can’ fac111tate. oM p a self

contalned
S
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3.1 Program Content and Act1V1t1es

S

3. chAPTER‘THREE' FEATURES OF SELF- CONTAINED DE(quyVNCY PREVENTION ’
' PROGRAMS BASED_IN SCHOOLS L 5 ‘“\\//_ :

’ The followlng program features, and the pr1nc1p1es upon which they
are’ based are key factors_ that can spell the difference between success

and farlure in reducrng de11nquent behavior. As described earlier, the

primary a1ms are to establish within the larger school setting a situation
that maximizes dellnquency-reduc1ng forces and to contribute to greater
initiatives affecting the whole school over the long term. In this
chapter, the features likely to satisfy these aims are grouped into five

categories: (1) program content and act1V1t1es, (2) part1c1pants, (3

day-to-day program practices, (4) program setting and (5) program
evaluation. The emphasis here is on’features that may be peculiar to ‘
self- contalned ‘delinquency preventlon programs. Many points that commonly
apply to a broader array of classroom efforts are om1tted : ' :

&

- F1rst ‘and foremost, the content of the program should be appeallng
to the youth selected for the program. Participants. should view their

‘activities as useful, competent, and interesting; the program should

provide opportunities to belong to a group and to exert influence on-
the group and its activities. . Secondly: the school and the communlty
should percelve the act1v1t1es as hav1ng educatlonal mer1t

From the standpo1nt of de11nquency preventlon, any 1eg1t1mate
activity that appeals to young people enough so that they will not want
to Jeopardlze its existence through misconduct should ‘be 1nstrumenta1 in
reduc1ng delinquent behavior. From the standp01nt of smooth funct1on1ng"
of a program, building this k1nd of stake in good conduct among part1c1-
pants is the preferred mechanlsm forHMJntalnlnglnternal d1sc1p11ne.~
The morepart1c1pantsvalue thelr good - standlng in the program, the less
need there w111 be for staff to resort to extr1n51c rewards and punlshments.

L However, 1t 1s not enough that partlclpants view tﬂelr act1v1t1es -
as valuable. . There are at. least three reasons for ch0051ng content that
outsiders con51der to have educational mer1t.' F1rst is the" practrcal
matter of obtaining permission to-start the. program. Second is the. goal
of prov1d1ng part1c1pants with credentlals to offset poor ratlngs they
may have earned in more conventional academlc activities. The value of -
credentials in other settlngs Tests upon a’ favorable view by: ‘outsiders
of the setting in which the credentials were earned. Third is the ObJeCtlve
to use the program ‘as a’ prellmlnary to selectlve organlzatronal change
in the same school in thé future. Program content of questionable value
w111 not 1nf1uence dec151onmakers to be receptlve to further 1nnovat10nl¢,

)

Both partlczpants and out51ders should view program contentvas éhifflﬂ

_ hav1ng legltlmate merlt., The ch01ce of part1cular act1v1t1es wlthln

£
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these. bounds is unlikely to affect the success of a program., The selection

-of activities should based on the way part1c1pants ‘and others view: them,

not on the assumption that some activities are- 1ntr1n51ca11y better than
others for preventing de11nquency ~The success of a particuiar program

depends on the extént to which it adheres to pr1nc1p1es and gu1de11nes,

not on the dlscovery of a "magical’ combination of act1v1t1es.. For -

- example, there is no body of content capable of sav1ng a program that
" does. not follow approprlate recrultment procedures.{ . ,

, Worklng as a vocatlonal 1ntern study1ng hlstory or current polltlcal
practices in ‘the" communlty, produ01ng ‘a dramatic v1deotape or slide’
presentatlon,,explorrng lozal geological formatlons, or 1dent1fy1ng and
attempting to solve a communlty problem-—any act1v1ty of ‘this kind can i
be the most visible part of either a successful or an. unsuccessful program.
The difference between success and fa11ure lies in the perception of the
activity by part c1pants and” out51ders and des1gn and 1mp1ementat10n of
the program : : ‘ o ‘.

The following 1tems should be con51dered when the program content
is be1ng chosen ’ S :

‘n

3.1.1 - Negotlatlon of Content ~ﬂa, 't,".f-hv,;‘fiﬁg"a'*, ,,;f“?]ﬁ“,',

The - act1v1t1es of the: program should result from negotiation fff e

'among the: young part1c1pants, the adults who work with them, school "

personnel and others in the commun1ty - One purpose of the negotlatlon ,
ig to insure that the content chosen is widely pérceived as 1eg1t1mate--‘

‘usefuly competent, interesting, relevant to personal circumstances and

aspirations, providing opportunltles to belong, and" therefore, capable
of 1eg1t1matrz1ng it ‘to participants. ‘Negotiation eltmunaqu the need
to second-guess the perceptlons of others, a practice that can have *
d1sastrous consequences. Arranging a credlted act1v1ty in thls way
increases the basis for. bondlng to conventional act1v1t1es and persons ,
and increases correspondence betweenow1de1y shared asplratlons and

,soclally acceptable means of atta1n1ng them. A second purpose: of the

that affects them, in thlS case the content of the’ program A th1rd

_purpose is to provide everyone. 1nvolved, 1nc1ud1ng members of the larger

communlty, ‘with a sense of ownershlp in the program. Whlle the nature L
of the spec1f1c .activity that emerges. from: the negotlatlon is not’ cr1t1ca1,
1ts acceptance by part1C1pants and others 1s a cornerstone of the program

by

e A

The content of the program shourd be descrlbable in terms of 1ts
POSlthe, legitimate merlts, ‘without mention of its. potent1a1 for f_““”
prevent1ngrde11nquency - Appropriate content can stand on its own as.

Jk,valuable, w1thout requ1r1ng Justlflcatlon on other counts. The fact that

gy

T

5 i

the program is. 1ntended to reduce dellnquent behavior among: its ‘parti--
“pants need not be made public; ‘this aspect can remain an internal matter
known only by selected staff. Very-few situations in the development
and operation of ‘the program will -require its description as a delinquency-
prevention-program, and most of these situations- will be sufficiently
removed from the program that they will not matter. For the other
situation, dlternate language can be used.. Part of a program's prevention
" potential lies in its ability to offset negatlve labels that participants
may have accumulated elsewhere in 'the school. Announcing a delinquency-
prevention effort would destroy that potential and would probably
reinforce the undesirable self-images that some participants bring with
‘them to the program.- The 'same risk applies to such well-intended
program labels as "compensatory learning," "c1tlzensh1p training," and
"education for special students." Also inappropriate are clever acronyms
and program titles that convey a promise of fun'or‘frivolity, but little
else. ~From the standp01nt of persuading others of a program's legitimate
educational ‘merit, naming a high school project "Get a Handle on Language--
and Fly' - is probably preferrable to maming it "Ah, Come One, Let's Play--
Why Not’"'-A,sultable program title by itself cannot make the activities
worthwhile, but an unsultable t1t1e can d1m1nlsh the beneflts of a good
program S »

3.1. 3 , Partnershlp Act1v1t1es

Program act1v1t1es should prov1de opportun1t1es for young people :

~ to work with each other and with adults as partners on shared tasks. It
s p0551b1e to have 30 adults in an activity with 30 young “people and
~still "have mo- partnershlps., This is the case when th: shared expectatlon
is that all!the.adults are "teaching'' and all the 'young people are - =

;;"learnlng ", Partnerships are defined by a mutual understanding that:"
people are’ worklng together on a shared task, comblnlng their interests, -

. talents, and: energles. The exact nature of the- relationship grows ‘
out--of the:task.  Since experience, skill, 1nformat10n, -and judgment -

~are important to accompllshlng the task atrhand and' since ‘these S

- characteristics usually come with-age,: the: adults will. be the senior Y

: partners.. “This: arrangement still "leaves room for'a ‘great deal of-

: colleglallty, which is: frequently m1ssrng in:adult-youth working
relationships: “A program with a negotiated content that fulfills the

"expectatlons of ‘all: rnvolved groups has a better chance of fosterlng
colleg1a11ty than one w1th an 1mposed content : - s

, AMembersfizﬁthe larger commun1ty, as’ we11 as school personne], should
participate iri shared tasks.. In addition to building attachments between
_troubled youths:and ‘adults representing conventional- morals, the face-
‘to-face contact can counteract the: adults' previously held perceptions:
: based on the YOuths';bad reputatlons., This ‘arrangement can also. reward
some young people in~ “the program-by providing them with ‘adult contacts.
. that may later open doors to JObS and .other opportun1t1es for bonding.¢
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Some young people have parents whose business or union affiliations
assure the youngsters of a place in the labor market. . For the many
youth w1thout this -advantage, part1c1pat1ng in a self—conta1ned program
in school, especially one that involves “labor unions and :mdustry. offers
another way of "gett1ng to know the rlght people."f,lp_ L

3.1.4 . Support SerV1ces/

Program content can. 1nclude prov1d1ng spec131 support services to o
selected youths, if they are needed and will contribute to the success
of the program. Since such: services carry the risks of isolation and
negative 1abe11ng, precaution should be taken to minimize- the1r effect
on the program 5 1mage and. on the youths' reputatlons.z,“

v Support servrces for troubled youths should not b a substltute
_ for organlzlng the situation presented ‘by the program- act1v1ty properly
Special support.sometimes means helping young people adjust: to a bad -
situation; that is not the approach preferred here.. Rather, a form of
advising for ‘both youths and adults connected .with the ‘program can
gather information to be used in rearranglng the. situation as needed
and can insure that the situation is perceived correctly and.that all:
partlclpants are able to take advantage of the progran s“opportunltles.,

Whenever feasible, young people should be pro 1ders of support o
services rather than reclplents., Escorting a fellow par: participant to a
program act1v1ty, giving advice to peers, tutoring younger students--~; -
all of these adtions can help a young person feel that he: ‘has made a -
-difference. Allowlng ‘'someone. who needs. a partlcular kind of support vl;qa
to give support to someone else with a similar need ,is more effective than
51mp1y tutorlng and counsellng Lettlng youths themselves act as contr1butors
carries much less risk.of stigma- than making them objects of service R
“ delivery. - This approach can also -enhance two facets of legitimacy:
Influence and ‘usefulness. For delinquency’ preventlon, making an active :
contr1but1on is both more influential and more useful than s1mp1y rece1v1ng
passively. The ab111ty to let youths help one another. with problems.
depends partly on maintaining a: mixture of participants, as described
in the follow1ng sectlon of this paper. Although such a mixture is ..
‘critical for other reasons, it avoids the risk of counterproductive
- peer pressure ‘that’ may result: when all of the young people prov1d1ng
support serv1ces are d1saff111ated.‘i Sl ; , i

3 2 Methods of Selectr;g, Recrultlng; and Descrlblng,Partlclpants

: . /\«'

A’common selectron pract1ce 1s'to 51ngle out 1nd1v1duals "1n dalger S
of becomlng dellnquent " "at h1gh risk," "in'need of better c1tlzensh1p
'hablts," or. "dlsplaylng early signs of troublesome behavior," and then
_either to:assign them to a special program or to allow them to "choose"
to part1c1pate in.a spec1a1 program in order to escape some form of

e e b S T Y AT it

- kind of targetlng serves an accountab111ty function:

- sources that only ‘those who really need help are being helped.

~ can ‘outweigh any potential benefits of the program.

v.part1c1pants negatively as a group.
©as worthwhlle and attractlve and the part1c1pants as "ordlnary 2l

punishment. Characteristics of family and economic backgrounds of

teachers, observations test scores, and opinions of- guidance. counselors

are some of the factors used to identify youthful program targets.  No

- matter what the' program is named, tlhe result is usually a room full of -

young people considered to be either deficient or in troub]e. “This

1t allows specific
requirements for selection of participants, and its. assures funding
Unfort-
unately, a program that uses this selection approach is more likely to

~increase the dellnquent behavior of part1c1pants than to reduce it.:

The: damaglng effects of grouping and labeling partlclpants in this manner
If the-sole ch01ce
is between a program that admits only "troublesome" students and no’

“program at all, it is preferred, from the standp01nt of dellnquency

prevention, to have no program at’all

For ‘a self contalned school based program to be effective in
reduc1n? delinquency, the fOllOWlng considerations should govern the
select1on, recrultment, and descrlptlon of part1c1pants.

‘r

3.2 1 M1xture of Part1c1pants
To guarantee its legltlmacy, he program should -Serve. a m1xture of
youth' so that, as a- group; the participants will be perceived as®an

~ordinary assortment of young people. Programs serving a large proportion

of youths regarded as troublesome, unproductive; or ‘incompetent;acquire
*’"sp01led image;" such programs are kmown to be for "that element."
They are as likely to compound negatlve labels as they are 'to overcome
them, and they can be instrumental in creating peer group support. for-
delinquent behavior. - To avoid ‘these problems, programs should include

a mixture of: participants from all segments of the student populatlon.»

The obJect is to-at least make it impossible to label ‘the program .
‘At best, the program will be:seen -

From the p01nt of view of part1c1pants, no one should to able to
percelve ‘the group as-a familiar bunch of ‘losers. = Everyone should be
able to tell their parents, teachers, and friends of their accompllshments

ﬁ[ in the program, without the fear that the 1mpact of such news w111 be -

dlmlnlshed by the program s reputat1on.

A3.2.2 i Selectlon Cr1ter1a 'f' .“lﬁfyf ff:; Qﬁg

e To obtaln leverage on dellnquent behav1or and to conflrm the 1ntended

1mage of the program, ‘the’ basis for identifying a sérvice population’ :
hould be uniform- cr1ter1a llnked to common 51tuat10ns, condltlons, and

L processes affectlng a class of young people. At best, the chosen criteria
'f; w1ll have a demonstrable bearlng on. the generatlon of dellnquent behavior. -
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These con51derat10ns make Scores on personallty 1nventor1es, for example,
1napproprlate in two ways. First, they are an individual, rather than :
a group, criterion. Second, they have no demonstrable link to- de11nquent
behavior. Socioeconomic background would be similarly inappropriate as
a basis for selection. Although this indicator applies to a class of
young people, its connection with delianent behavior is confounded by
other factors, such as ability grouping or track position within a :
school. Assignment to a lower track subjects young people to delinquency-
producing forces, so track position is an appropriate group criterion.
for identifying a service population. ! ‘In order to maintain a proper
mixture this service population should never Tepresent more than one-third
to one- half of the total number of participants in the. program

o

3.2.3 Recruitment

Once, a ‘prospective service population is identified; recruitment

from the selected class of youths should be on the basis of the legitimate
merits of the basic programgact1v1ty and not as a response ‘to trouble,
actual or anticipated.” The youth's participation in the program should

be truly voluntary and should not be depicted as a way to "regain good
standing" or as an alternative to dlsc1p11nary action or an unpleasant
assignment. Even though their selection was on the basis of some
indication that they are in a category that stands greater risk of involve-
ment in delinquent behavior, these youths should not be approached on
this basis. They should be approached and ‘recruited on the grounds of

the legitimate attractiveness of the program and their interest in it.

To safeguard against introducing individual criteria, presentations for
Tecruitment purposes should be made to groups, not individuals. Although
recruitment can miss the target by attractlng too few participants from
the service populatlon, a reater risk lies in attracting too many from
this group, giving the pro ram a sp011ed image. When developlng a
proposal for-a recent high school program, the staff members were
concérned that ‘school personnel would regard the targeted subpopulatlon

of students ds unworthy of rece1v1ng the benefits that were built into CQ"

a program Acting in this- -concern,- the staff took deliberate steps to
insure that they did not'.recruit a disproportionate number of the "best™".
students, thereby robbing needier. students of a valuable experience. A
site 'visit after the program was underway revealed that} like several
efforts that has preceded it, the program had become a dumping ground
for troublesome students. Both the young persons in the program and
others in the schdol saw part1c1patlon in the program to be a sign of
personal def1c1ency ' , :

Q

o
lEvidence concerning the relationships (or lack of them) between delinquent
behavior and track position, socloeconomlc background, and personality test
scores appears in chapter 2 of Preveutr*g;Dellnquency' Theories and Strategies.
- b = : ,
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03.2.4...

Presentation of Program
S ' R

The manner in ‘which the program is presented to part1c1pants and
outsiders should cultivate the feeling that the young participants

have something to contribute and will perform productively with approprlate

support and supervision. The programs are intended to overcome “accumulated
histories of failure and problems. Because of these hlstorles,‘some
participants will be regarded by school pervonnel and perhaps by
themselves, as losers. Also, the programs they have been assigned to
previously may have been regarded in“a similar light as programs for
losers. To overcome these negatlve images and to support other principles
presented here, the program cannot star:c from an equivocal or pessimistic
stance. It must begin with the expectation that the participants will
succeed.’ ‘ SR T

3.3 Day-to-Day Program Practices

A number of features in the day-to-day operation of a program will
help realize the program's potential that was created by sultable‘content'
and selection and recruitmerg—procedures. Because the program's broad
purpose is to. offset the effects, of damaging practices in other parts
of the social env1ronment,‘1nc1ud1ng the school itself, routines within
the program will depart in some¢ ways from common mainstream school:
practices.
particularly when existing practlces have .become second nature to the
program staff. The f0110w1n g program routlnes are recommended:

3.3.1 .. Recognition/Feedbacks

Rewards, correctlve feedback//and important, 1nformat10n about the

activity should be built into normal day-to-day interaction in ‘the _
‘ program,.rather than occurring only intermittently as "spec1a1 events."

The elements of legltlmacy should have a continuing prominence for
~participants. This is unllkely to occur when recognition is based

on performance in an entire program,- wlth mastery of 50 percent of the

content defined as failure. .Both recognltlon of competence and

correctlve feedback to 1mprove competence should occur throughout the
program. , ; ;

For example, 1t is p0551b1e to Tun a photography class in such : a '_
way that the. youths 1nvolved receive only very general feedback on how
they are doing, the feedback is not helpful in correcting performancek
there are few chances to try something again to do it better, and
evaluation comes only at the end of thecclass. .Skillful 1nstructors,k
however, break the business of photography down into smaller pieces so
that they can be’ recognlzed, practlced evaluated and rewarded on a
day-to day ba51s.1 Modest progress is more. V151ble, students have more
specific d1rect1ons for d01ng a g1ven task over. '

4

Departures from ngrmal procedures will have to be dellberate,rg
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What is needed here is not a system of frequent extrinsic :gwgrds
or punishment. The feedback should emerge directly from t@e.actlxlty.
Receiving a pat on toé back and a cracker for vaguely specificed good
performance" has much less meaning than knowing exactly wha§~one can‘do
today that one could not do yesterday. Some programs have 1nye§ted in
football, ping pong, air hockey, and pool equipment sQ that'd}1;gent -
work can be rewarded with game privileges. These are attractive o
extrinsic rewards, but they bear no more relationship to program content‘
than a cracker does. 5 ' ; : o b

The recommended’procedure is to carefully analyze anjactivity,ahead
of time, break it into clearly specifiable increments, and deterqlne.the
expected Tesult of the small, daily interactions that occur. This will
make it possible to give participants positive feedback that prqduces
more than a transitory glow and negative feedback that results in
improvement rather than frustration. The goal of this feedback is to
build competence in the form of mastering program content grather than
ability to play a reward system) and to insure that participants and
others recognize this competence. - , T : S

' The same principle applied to the other components of legitimacy.
Whether or not there is a sharp division of labor, day-to-day interaction
should reinforce a sense of belonging among participants. Again, this
should be a normal part of participating in the program and notymerely
a “unction of unusual events, such as parties or group outings. At the
sdme time, deliberate steps should be taken to insure that participants
engrossed in small parts of the activity do qptrlose sight}of the .
usefulness of what they are doing. For most activities, not only is
the final polished product useful; many of the pieces are useful as
well. Participants should also be able to exert ongoing influence,

both individually and collectively, over' some aspects of the program. ;
Without sacrificing the overall direction of the program or compromising y

the principles presénted in this paper, some modification can be made o
after the program is underway. The youthful partic?pants;should be
made'awaré.d%fthei%,oppbftunities to effect change in the program.

B
i i

3.3.2 Cooperation - -
. The program should be a cooperative, rather than a competitive,
venture. Each participant's growth in competence should be rewarded
without comparison to others in the program. In the self-contained
‘programs described here, there is no place for a grading system that
“automatically ' produces losers ngardlegs of their objective gains
in competeénce. Nor is there a place for reward systems that single’
out one or a few for elevation in status at the expense of the others
in the program (e.g., designating "head boy/head girl of the month").
For many of the participants, competition-based status is one of the
features of the larger system that the program is intended to offset.

LA
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'More subtle ways of producing losers should be avoided as well.
Some classroom practices:-effectively pit every individual against every
other in a thinly veiled competition. For -example, researchers have
found that, when asking questions of a class, teachers pass more quickly
over students that they do not expect to answer correctly, giving more
time to those from whem they expect correct answer.’ Such practices
contribute to,a vicious circle in which losers continue to lose and
winners continue to win; a circle:that these programs are attempting
to break., = SRR ' : : S
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" The prdgram should Systeﬁaticélly«éxploit-oppdrtunities;to improve

~participants' standing in settings elsewhere in the school, at home,

and in”the community.- This can be accomplished by managing the flow

‘of information to significant parties in those other settings. Identifying

the specific merits of the activity, recognizing them routinely, and
choosing a credible way of transmitting the information outside the
program are all important .to this strategy. Good news about participants,
generated in the program, should be routinely transmitted by a credible
route to influential persons in other settings, unless there is a
specific reason not to do this. Bad news about participants, should

be withheld unless there is a specific reason to believe that the
information will induce a helpful response, or unless it is illegal

or immoral=to withhold the information. This is one of the primary
devices for relabeling participants in a positive direction.

3.3.4 ° Credéntials

~ In addition to the forms of social legitimization and recognition
built into the basic activity (including routine spreading of good news),
these programs should provide credible, portable credentials that may:
open ‘opportunities in the future:and in other settings. -Many records
of progress in school work are not portable and have little currency
with persons outside the school. They may accumulate to a course credit
and eventually to a diploma, but in the meantime the student has little
to show. Interim credentials can be designed to reflect specific _
competencies and experience with credibility for individuals such as

‘potential employers.. The credentials can be provided to participants
~in modest increments. The more specifically the usefulness and

competence of an activity is analyzed, .the more options there are to

_write down what was accomplished, providing something tangible to carry

about, -show to others, and place on job applications in our credential-

- conscious society.




3.4 Program Setting
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Staffing of the program, its physical location, the hours during
which it is conducted, and its public image all should confirm that the.
program is school-based and school-sponsored. Making outsiders_requns;ble
for the program; quartering it in a basement, an unused;temporéry_bu1%d1ng,
or an off-campus location; rumming it during Off-hours;.or‘dep§ct1ng‘1t,‘
as nothing more than an appendage of normal school ‘operations imply . -
that school sponsorship is only token. When this isftrue,'a»numper;pﬁ“
the program's key advantages will be lost. For several reasogs 1t is
important that the efforts of participants appear to be bonafide §chool
activities. First, legitimacy of the program in the eyes oonuts;ders
Will be enhanced if it is perceived as belonging to the school. Segond,‘
an aim of the program is to build the stake that participants have ' in
their school and to improve the prospects that the school will be an
effective vehicle for bonding to conventional norms. This can occur.
only if the young people in the program view it as an integral part qf o
larger school setting and of recognized curriculum. ~Third, good news
and written credentials are more credible and enduring if they come.
from the school itself. = Fourth, ownership and ongoing’supportkofithe-
program within the school will maximize the chances tbat'it‘will; Lo
contribute to wider application of useful principles and strategles
in the form of desirable organizational change. - S

To insure that the program receives more thah-g:udging3tolerat10n
by school persomnel and ‘to avoid the ‘risk that it will become isolated: .
within the school, design and presentation of the program from the :
outset should emphasize its role as an augmentation of conventional -
activities, not as an experimental aberration. ‘

3.5 Program Evaluation
A later section of this paper describes specific evaluat... information
that should be collected (see "Detailed Plan of Action," step 2). The
program should be set up-so that it is possible to evaluate the way its
goals are formulated, the action steps specified, the resOurce$~allocated,
and the activities -carried out. : : el e o
The design of ‘a self-contained program should provide explicitly-
for means of monitoring progress and judging consequences- for’ the youth:.
involved, for the school organization.as a whole, gnd for adult = =
participants. - The ability to document outcomes WiIi‘aidwin”j?stlfylng :
_the program before and during its operation and in defending it later..
Documentation of favorable outcomes (as contrasted with merely having -
good feelings about how it went) will be useful in persua@ing school}'
personnel to apply successful program elements elsewhere in the~curr1cu1um.
Monitoring of ongoing process as the program progresses generates S
information needed to continually correct, refine, and improve the

o

SR T g

A detailed re¢6rd‘of’whatvhappened during the course'of the program

cai explain why certain outcomes resulted. If a program is generally
successful, there is still good reason to expand its stronger elements
and curtail its weaker ones: A carefully kept record of the process

can help identify which is which. If a program is generally unsuccessful,
the process information can reveal the degree to which the intended
design was actually implemented. It can tell whether a repeat attempt :

" requires. a new design or more diligent realization of the same design.

Operational programs must proceed on the basis of the best knowledge
available at t@prmoment, but these same programs can be an .important
source of improvement in the knowledge base. .
- / , ‘ »
3.6 Summary |
1
1. ;

This section has described more than a dozen critical features of
self-contained|delinquency prevention programs based in schools.
Recommen@pd,pr%gram content and activities are those that (a) result
from negotiation with young participants, the adults who work with them,

-school personnel, and members of the larger community; (b) are -
:describable (and described) in terms of their positive, legitimate

merits and not &s measures for reducing delinquency; (c) provide
increased opportunities for youth to work with each other and with
adults as partners in shared tasks; and .(d) employ special support
services primarily as a means to enlarge the contributions of partici-
pants and to gather information for improving the program. Recommended
procedures for selecting, recruiting, and describing program participants
are those that (a) serve a mixture of youths that will be perceived as

an ordinary group, {(b) select half or more of the prospective partici-
pants from the entire student body and select the remaining service
population on the basis of uniform group criteria, (c) recruit on the
basis of the legitimate merits of the program, and (d) cultivate the
expectation among youths and adults alike that the young participants.
have something %o contribute and will perform productively with appropriate
support and supervision. TR LT . T

- Recommeyided routines for the program in operation are those that
(a) build rgwards, corrective feedback, and key information about the

‘ activity~iﬂ%o'day-to—day,interaCtion; and insure:that the legitimacy

of the prigram is continuously obvious; (b) structure-the: program as
a cobperﬁtivé, rather than competitive, venture; (c) exploit -opportunties
to'affecp'the participants' standing in other settings; and (d) provide
credentials.that have validity outside the program. - - ' ,

R T UL O RIS S B
. _The recommended program setting is one in which staffing, location,
hOurs;fand-public image all confirm that the program is school-based
and scﬂbolfsponsored;,%Finally, the recommended programs can be =
evalua%ed, and a capability for adequate evaluation is built into their:
initi11 designs. - ; : R
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“interviews with local people whose decisions affect the lives of youth,

4.  CHAPTER FOUR: A SEQUENCE OF EVENTS TO LAUNCH A PROGRAM

The earlier sections of this paper have defined self-contained .
delinquency prevention programs based in schools, presented principles :
to apply to their operation, and described their key features. .The
image presented has been largely that:of an ongoing activity that is
already in place and following a routine. Questions still outstanding -
pertain to the dynamics of bringing such programs into being. = If such
a program does not already exist, how is it developed? How can existing
programs be refined and strengthened in the ways suggested? :This
chapter presents a suggested sequence of steps for implementation. The
sequence -begins when at least one person decides he would like to .
develop a program of the type recommended and exerts his influence
toward that end. ‘ e

4.1 PrqparingﬁToﬁTalk and Assess Opportunity Lty

The first step to take when developing a program is to become
familiar with the program principles in this working paper and to,
read the background material in Delinquency Prevention: Theories and
Strategies. Additional~reading’material on selective organizational
change is also relevant for two reasons. First, selective organizational
change isfan'ultimate aim of a self-contained prbgram, and secondlyyv
the opportunity may exist for a broader form of improvement than’thé‘
estab}1shmen§ of a self-contained program, and-knoWledgé of selective
organ1zational change will make such an opportunity recognizable.

Alth9ugh the content and activities of the proposed pfogram'wiil
be gsFabllshed through negotiation, initial conversations with school
administrators, staff, and others will profit from some illustrative
material. - Tp~have concrete examples to talk about, you could review'
reports on innovative projects in other schools-envirommental studies
magazine publication, offbeat historical investigation (e.g., Studies,q's
of famous persons who were school dropouts), community problém-Solving:
audio-visual presentation, and vocational experience. When selecting
examples, “remember that a program's success depends on the application -

~of many principles, not just on a "magical' combination of activities.

The importance of COntent:torthe*successwor~failure.of”any specific

program depended on the way participants, schocl personnel, and members

l’inthé~latge;hcommuni;y viewed it at a particular time and place. What -
- worked well at: another school might not work well at all inVYOur school .

Consequently, the selection of examples of content or activities

~ Should not be based on evaluative remarks contained in the
A ; Joaseq on eval : ontain e reports of
, gthe;s,i Theggl}us?ra?;onishpuld be chosen based on their feazibility :
- in your locality (junior high school students in Nebraska cannot readily

explore tide pools), on the reception they will probably receive from  *

'_Présgestiyé'partiéipéﬁts and $qhbo1ﬁpersonnel,*and on their cpmpati-
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bility with the principles contained in this paper. >Freq§%ntly,
examples of programs used in other schools can stimulate ideas

‘that go beyond anything contained in the reports.

4.2 Assessing Opportunities for Action

Initially, informal conversation with'échqgl adminstrators,
staff, and selected persons, in the community €an.be used. to assess
the likelihood that a program with the recommended characteristics
can be generated and supported. If the possibilities appear favorable,
it is advisable to find out how adequate resources, staff, facilities,
and administrative support can be made available.

) While this assessment is intended primarily to gather -information,
a second aim of the early conversations is preliminary negotiation.

By asking questions and discussing possibilities, you are beginning to
negotiate the approach and program design. No matter how informal
these conversations, how the program is presented at this point can
affect not.only its initial acceptance, but also the prospects of

further i . svements after the program is established. Several aspects

of program-development should be kept in mind to insure that these
initial presentations will have the desired effect.

4.2.1 General Considerations

Theffollbwing considerations apply to the preliminary discussions
with school adminstrators, staff, and others:

(a) Before beginning these conversations, decide
. which merits of the program to emphasize with .
- -which people. Not everyone is equally interested
.. in delinquency prevention, reduction of disruptive
" .school behavior, improvement of attendance,
 betterment of relations with the larger community,
providing quality learning experiences for students,
and informative educational experimentation. A
. . program with potential for producing these benefits
need not be presented with uniform emphasis to

every audience.

"(b)f'Pdinif"aﬂ'ﬁQtwifhstandihg,»it‘isvequally important

o

to avoid inconsistency in these conservations. o

-The merits listed will be consistent with one |
“another; emphasizing them differently will be taken:
~as dishonesty. Comments about the population to be
“ served, and possible undesirable consequences should
‘remain consistent from one audience to the next .
One way to do this is to write down responses to

oy
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L all foreseeable questlons ahead of trme and
‘whenever an unanticipated questlon comes up,,
to note the response that was made ‘50 -that. the
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’jithe°ong01ng collect1on of" feedback 1nformat10n o

answer will be the same next t1me. As a111es

< are gained, the pub11c statements they make '
‘about the program should be con51stent.

From the beg1nn1ng the program features should -

‘be ranked in terms of the degree of flexibility -
or compromise that can be ‘tolerated. " Some
features must remain re1at1ve1y inflexible

in order to safeguard ‘the potential benefits

" ‘of the program, for example, the need to

mdintain a mixture of- partlclpants Other
features, like the’ choice of act1v1t1es, are
more open to negotlatlon. ‘In short, there is-
room for selective adaptation and compromise -

of some program features. With these priorities

~firmly in mind, one can ‘respond ‘readily and con- .

@

“to discuss them bluntly.
~picture at the outset is almost sure to backflre. B
-Although based on the best information avallable,
_the recommended program is likely still to be -~

51stent1y‘to suggest1on for mod1f1cat10ns ;
/

;Be aware of ‘the weak p01nts of the recommended

program, as well as the strong, and be prepared
Pa1nt1ng too rosy a

experimental and undoubtedly will require- ‘both
general refinement and adaption to particular

"‘settlngs. Recommendations should 'draw upon the

experience of others, but some things will have

~A-single problem

~-go wrong." Instead of denylng the possibility

of problems, be prepared to present cont1ngency
plans for: dea11ng w1th them.vfn : , :

WOrk out enough tentat1ve detalls perta1n1ng to

- to satlsfy your audlentes”that ‘the program will

‘ receive a fair ‘evaluation. Skeptics who quarrel
~with your pr1nc1p1es may welcome an opportunlty
' to prove them (and. you) wrong.

Others are

”'11ke1y to: be more receptlve to a program ‘that

S

to be learned the hard way, ‘through trial and error.

- The closer’ you come to claiming perfection, .the
Cmore - fraglle your cred1b111ty
‘can destroy an early promise that "Nothing can = =

o~

_1*w111 generate answer§ or new 1nformat10n than ',»;ﬂft

o
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“to- a.program that will not. 1

4,2.2» Stafflng Avallabllltv and Sunport

An addltlonal con51derat10n app11es partlcularly to early
conversatlons with staff. The program will.require staffing. In

. order to .install the program as a normal pé%f of school operations,

it is preferrable to assemble the staff from existing school personnel.
One. aim of the assessment is to.find out which members under what
conditions would be w1111ng to part1c1pate in the intended program

" There is. a further need to 1dent1fy the d1ff1cu1t1es that design and

implementation of the program will present for them and to discern.
how these d1ff1cu1t1es might be eased.

~In conversatlons des1gned to find a potent1a1 staff for the program,

" you can explore possible support for the intended program principles,

such as negotiating a. legitimatizing activity and working with a .
mixture of youths; and.investigate willingness to undertake the
revisions of teaching materials, methods, and relatlonshlpsfthat are
likely to be required. A desired outcome of the assessment is the
discovery of a group of staff members who, under appropriate
circumstances, have the interest and ability to undertake such a program

.and who w111 support one another in the attempt.

recent ev1dence that thlS and at least two other p01nts
listed have broader application than that presented here. A study of
the acceptance of a new cloud seeding program (to increase rainfall and
reduce hail) in various part of South Dakota found that accepting the
program and staying with it were more 11ke1y to occur -in counties where

residents: saw the program as an. -experimental ‘chance to find answers than

in counties where residents: saw the program only as an operat10nal attempt
to control- the weather. In both this study and a study of the accept-

“ance of new. group .home programs in Massachusetts,‘researchers found thati
~ downplaying the weaknesses of a proposed program (point 4 above) and

offering inconsistent facts from.one presentation to the next (p01nt
2 above) were related .to reJectlon of the programs. The cloud seeding -

,f1nd1ngs appear in’ Barbara C. Farfar, Grant Johmson, et al., Technologz

Weather Modification in South Dakota,gInstltute of

and Society: .
The group

Behavioral Science, University ‘of Colorado, Boulder: 11978,

‘home: flndlngs appear. in Robert B. Coates,_"Communlty ~Based Correctlons._h
‘Concept, Impact Dangers,'" in Juvenile Correctional Reform in Mass-

achusetts: A Preliminary Report, by Lioyd E. Ohlln,iAlden D. M111er,‘;l;

'and Robert B. Coates, NIJJDP Washlngton, DC: 1977.
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4c2.3, ‘ Adm1n15trat1ve Support

~Another con51derat10n applies part1cu1arly to early conversatlons
with administrators. The prospective staff will need permission or
support from building or systmnadm1n1strators(as well as other faculty)
to spend time on the development of the program; ‘the invention or

assignment of the approprlate course titles; the arrangement of evaluatlon,

grading, and cred1t1ng'procedureS"and the arrangement of procedures for
student’ 1nvolvement out51de the school Ordlnarlly, the pr1nc1pal is..
a key f1gure.. : : S : ‘ :

‘The- response of administrators to- the 1ntended program will dependlr
both on their personal reactions to its methods and obJectlves and on
the reactions they anticipate from dlstr1ctadm1nlstrators parents, and
the faculty as a whole (or some influential subset of the faculty) To: =
assess only the administrators' nersonal perspectlves w1ll miss: 1mportant
1nfluences on the outcome.; . 1

One}ughly relevant matter is whether schooladmlnlstratorsand
faculty perceive that they " are under pressure from the school board,
systemadmlnlstrators or citizens to deal with existing problems in :
the school or community, ‘If such pressures exist, they can functlon_h
either as a preoccupation that prohibits con51der1ng any new program
or as a justification for trying a new program. The way: the progran
is presented can make the d1fference. The Kkey is to bill it as-a :
promising. solution to the problen and therefore, a de51rab1e responsehj‘“~

to the pressures. ARSI v» - L

The de51red outcome of this part of the assessment is to dlscover
the set of circumstances under which adm1n15trators would permlt and L
support the intended program.‘:* : : :

i

4.2.4 Communlty Cooperat1on .

5

Some aspects of many contemplated programs w111 transcend school
boundaries, “particularly when the program is intended to involve
students in the study of work or in worklng, in community affairs
or service, or in‘the study of " practrcal skills. In any program
that requires sending students into the communlty for part of- the
activity or br1ng1ng adults from the cOmmun1ty 4nto school as
resources--it will be desirable to confirm the" arrangements and

R establish relatlonshlps well in advancé of the startup of the program
~When this is the case, an addltlonal component of the assessment is®

to- explore the p0551b111ty that commun1ty organ1zat10ns -and’ cltlzens
will sponsor and" supervise youth in communlty 1nvolvement ‘and will
come into the school on a regular ‘basis as needed. 1 As Wlth school“
adm1n1strators, conversat1ons w1th cltlzens and organ1zat10na1

_ 1Ant1c1pat1ng a prevalent log1st1ca1 restralnt on act1v1t1es away
from campus, lncludlng representatives of pub11c transportatlon in
these\dlscu551ons may avo1d problems later..&

ra

i -
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representatives should address more than their personal perspectlves on -

schooling,  delinquency, and youth programs. ‘The extent of their
cooperation will depend also on the reactions they can expect from

- their supervisors and colleagues, financial possibilities and 1imits, "

existing laws and policies, and an array of influences over which these

“people have little or no control. Understanding these factors will:

help you identify the boundarles w1th1n whlch an ally w111 be free to
support the program. ‘ _

The goal of thlS part of the assessment is to dlscover the
circumstances under which appropriate community organ1zat10ns, groups,
and personswill play necessary roles in the 1ntended program. This
component of the assessment should take place 51mu1taneously with -
the conversations with adm1nlstrators, since they m1ght take commitments.
of support from the communlty as persua51ve reasons to lend their own
support.

B

4.2 5 Cost and Resources

, As. the assessment proceeds, it might become clear that some o
costs ‘of the intended program go beyond what existing allocations

can defray. Assembling a staff to run a credited program as part of -
their normal teaching load and as a nbrmal part of the curriculum
does not in itself overcome obstacles posed by costs. The potential
staff members may feel the need for time to develop new materials ‘g
and methods, to receive training, and to rehearse new relatlonshlpg
among themselves and with students. _Providing this time may requlre
hiring- subst1tute ‘teachers Or paying- summer salarves. And, there are
other. such one t1me costs of chang_. D T : ST

o
&

Recall ‘the: earller recommendatlon to maxlmlze the use of typlcally t
available resources for/conducting these programs. “This’ means that: ‘
supplemental resources‘must ‘be used as modestly ‘as possible. - The

. risk of bringing in massive outside funding is that, even if the program'

is implemented successfully, others will: feel they cannot do the same
because they do not have the same extra money T ;

Wh11e exlstlng arrangements for in-service tralnlng, preparatlon,ly*
and-released time, should be exp101ted as-: much as p0551b1e, grants . :
should be considered a poss1b111ty., .This part ‘of the assessment explores
the circumstances under which résources could be made: ava11ab1e and ;

imlght be the beglnnlng ofmthe negot1at1on of a: grant"--ff~h"
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~arrangements in the - school.

_.or how ex1st1hg rules might be waived to permit. “the program to be .. . .

- to problems as they are revealed or ant1c1pated

'p0551b111t1es will increase the possibilities for presentlng the program

) factory responses 01‘ not.

_that -seeks universal support and is never 1mp1emented

_ion or trying to render it 1nd1fferent

in: the form of constant reminders to those who obJect.to ‘the program.
yTh1s does ‘not mean ‘passing up promising opportunities to’ generate
support; a broad base of allies may amount t¢ overkill in’terms of
‘startingva program, but it will 1mprove the ‘prospects for- long—range

‘the future.

Solutlons to Other Implementatlon Problems

The 1ntended program w111 probably depart from or v1olate customary
Early conversations with admlnlstrators and .
others will probably 1dent1fy program features that differ from habitual .
practice, school pollcles, existing regulations,. standards or accredltlng L
rules, or relevant laws. Provision of partial, interim credits and
credentlals, for example, may be unusual enough 1n 1tself to. face barrlers
from w1th1n or outside the school

‘As. p0551b1e barrlers to 1mp1ementat10n are dlscovered 1t mlght be :
helpful to investigate how the program could be. constructed and described,

implemented.. In short, the assessment ought :to f1nd,p0351ble solutlons o

4.3 __ganlzrig Support

‘As mentloned ear11er, efforts to organize support actually
begin in the assessment stage. Two additional considerations should
be remembered when 1ay1ng groundwork for support durlng the assessment.,
First, trying various ways of asking questions and describing:

in a light that makes it acceptable and desirable. This is better than
using one set: descr1pt1on cons1stently, whether it produces satis-

, Secondly, when c1rcumstances seem unfavorable for the 1ntended
program, it is better to keep the scope of the assessment narrow.
A ~program. that is started up as a result of strong support of a small -
group in the midst of general 1nd1fference is better than a program
Under these .
c1rcumstan€ésr\the most prudent course: might be to refraln from seeklngfﬁ
more. supportgor perm1551on than is spec1f1ca11y requlred to: begln an .,
adequate program/and instead, to concentrate on neutrallglng oppos1t-‘
Sometrmes efforts to convert .
opp051t1on to. support can turn into nothing more than added 1rr1tat1ons°

expan51on“of the program “and for select1ve organlzatlonal change 1n »g?;'

3
)"
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“and providing useful instruction.

‘what some mean by respect.
- teaching young people that many of their present actions have important,

“encourage its partlcrpants to keep staff members’ informed of their

_mean by accountah&l1ty
~ giving young people the opportunity to recognlze -and act upon their

<,

Another point applles to the recru1tment of supporters not only

in the assessment stage but also throughout'the implementation

sequence. Of nece551ty, many people will hear only:general- descr1pt10ns
of the program. The:less involved someone is in the:'actual conduct of
the program, the fewér details he needs.. The nec¢essity to-present an
overview to' wider audiences may unintentionally provide misleading:.
information. One way tc obtain agreement from almost everyone is to

use catch words that universal appeal. These words owe their broad -~
appeal to the fact that have universal appeal. These words owe their broad
diverse array of outlooks including some: that are d1ametr1ca11y :
opposed to the pr1nc1p1es descr1bed in this~ paper. L

Four examples are "d1sc1p11ne," "respect " "accountablllty "

and "responsibility."  Hardly anyone would argue that:these are not
desirable characteristics for young people to have. By one inter- ...
pretation,. each of these qua11t1es is something the program should
convey to _those who particpate in it. But for some people, the
terms mﬂﬁh somethlng totally 1mcompat1b1e w1th what the program offers,

/K/program may ‘impart d15c1pllne by prov1d1ng young people with
somethlng they value too much to risk losing ‘through misconduct..
However, it will not offer an authoritarian system of pun15hments~
dntended to produce a docile, unquestlonlng,obedlence, which is o
what some people mean by d15c1p11ne. A program may impart respect for
elders by demonstrating that acults are capable of. understandlng, helping,
However, it does not aim to make
youth blindly accepting of- whatever 'adults tell them, and this is
A program may -impart accountability by

predictable consequences “in the future. However, the program will not,
every move and of violations:by classmates, and this is what :some
A program may’ impart rasponsibility by

capabilities to accompllsh someth1ng useful.  However, it will not
teach participants that:the source of any d1ff1cu1t1es they encounter
lies w1th1n them, and thlS 1s what some mean by respon51b111ty

U51ng<these and 51m11ar terms 1nv1tes aud1ences to hear only
what they want. As a consequence, some are: llkely ‘to-pledge support

" based -on false’ assumptlonSFabout the program. Moreover, a: few

genuine supporters may become aliendted, if they ‘@ssociate the catch
.words with a faction they d1sagree withs™ In short, this is the wrong
approach to recrultlng support.. - It ‘will attract {dersons who are sure
to become d1$111u51oned when. they ‘hear the details. -of :the program. At
“best, the recru1tment ‘process will have ‘to bégin anew. At worst,:

the cred1b111ty of the 1ntended program w1ll suffer 1rreparable damage,

@
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and the whole project. w111 be lost. Either of these is an exhorbitant
price to pay for the fleeting - satlsfactlon of seeing a- roomful of,
people noddlng in agreement :

The argument here is not agalnst the use of generalltles per se..
It is appropriate to omit somé details, as long as enough -are presented
to allow people to make an informed decision to support the program .

or not. What is discouraged are presentations that not only leave woi
. details out but-also mislead. Honesty in this regard serves a

valuable screening function. It improves the odds ‘that the supporters.-
jdentified will be able to work together productively to implement
the intended progiam, once they are organized. - o =
Follow1ng the assessment stage, efforts should focus on organlzlng
the support already cultlvated This may involve: )
e Cultivating the relatlonshlps that 1nd1v1dualsf Coa
and thé groups or, agencies they represent. will
have with one another. The goal is to turn an
array of supporters into an rganlzatlon to
undertake a program. The participants need to
be brought together to:affirm their shared intent,
to start working out their respective parts and roles,
and to become comfortable with one another and with
thelr new p0551b1y unsettling venture. - - .. o e
o W o .
® Obtalnlng spec1f1c commltments to part1c1pate
’ ~in seeking a detailed, workable design for a
program. The demand placed on allies at this _
point is deliberately nonthreatening; - hey are
promising only to try to discover a workable \
~design, not to do it nor to succepd at it.
By this time, the working group should. 1nc1ude
persons capable of helping to’'design a program
so that it can be properly evaluated, and =
capable of subsequently conductlng an evaluation.

o Negot1at1ng acceptance of concrete 1mp11cat10ns
-'of the program pr1nc1p1es. As agreements to
proceed. beoeme more concrete, the principles ,
. of the 1ntended program increasingly. risk subver51on.
" The. closer they come to some concrete activity,
the more pressure participants are under to get
~ what they want (or need) from the program.. This
" ‘pressure may not be consistent with the intended
pr1nc1ples. Move -into agreements cautiously, i
a110w1ng time to\notdce how 1mportant pr1nc1ples

D e
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' are being affected and time to renegotlate as
j necessary to avoid unacreptable compromlse.

©

A

been” mentloned Refraln from u51ng
misleading catchwords, try to turn onpos1t10n :
into indifference; give consistent responses

- to objections; and avoid claims of perfectlon
for the program.

Besides these, some additional measures are‘appropriate:

®  Give participants. in the program opportunities
‘to formulate persuasive responses to objections
and develop strategies for dealing with.visible
problems that may arise after the program is
underway. ,

®  Discover some aspects of the program that opponents

- can. genuinely approve. (The list of intended -
benefits in the "overview'" section of this paper
should prove useful for this purpose.) Some-
one who percelves limited grounds for support
and who is not being asked to do anything may

. become comfortably 1nd1fferent rather than

o opposed - B

[

i, ' o i,

0 Seek a "let's just try 1t" ‘agreement, with the
‘provision that a good evaluat1on is part of the
program. Opponents may view the evaluation as
-creatlng an opportunity for them tp say "I told

B ~ you so'". and thus become more W1111ng to 1et the

;:programdproceed
'pvo‘ ,Arrange acceptable ways fnz opponents to be. |
. marginal observers OT participants. without
: becomlng publlcly identified with the program.

ot e;%j.Recognlzesthat the c1rc1e of actlve supporters
;ﬂg\probahly will dw1nd1e as: plans become more . S
.- concrete.. _Those who cannot maintain their co
.;commltmentsﬁln the face of program speclflcs '
'should be given & “’chance to bow out’ grace-- T
fully, without having to:become vocal opponents R
.,s1mp1y to juet fy ‘their® Jeparture. :

o
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‘procedure
,}evaluatlon purposes.

: presented earlier 'in this ‘paper.

; 4 4 Developlng a Detalled Plan of Actlon

The undertakrng at thls p01nt is 51mu1taneously p011t1ca1
organlzatlonal -and :technical. P011t1cally, one must:balance program
principles with the goals of all participants and the organizations
they represent. Organizationally, program characteristics most likely
to reduce delinquency from a theoretical and empirical standpoint
must be balanced with what is usual, possible, and permissible within
the school. Technically, a precise plan must be achieved by converting

principles of specifics wlthout sacr1f1c1ng consensus among the part1c1-~

pants. 5 , v .

Often, the product of this balancing act is a plan that is
sufficiently ambiguous to lecok ‘acceptable to everyone involved.
Unfortunately, allowing ambiguity at this ) \blnt for the sake of
harmony merely postpones the problem, possibly until it is too late
for any remedy. If plan development proceeds withoiit a problem, all
the groundwork may have been laid very well. However, the alternate
possibility is that the plan simply is not specific enough to offend
and, hence, will be subject to seriously divergent interpretation

when carrled out which means trouble for the program later on.

To insure that actual conduct of the program will closely
resemble what is intended, the program supporters must agree at
this point on detailed, sequential steps for achieving the desired
program feature, obtaining approval and needed resources, and making .
a final selection of staff. The agreement should include comm1t-<>

. ments from 1nd1v1duals to accompllsh certain tasks by spec1f1c
deadllnes.~ ‘

To insure that people understand what they have agreed to, as well

as what ‘others will do and when, the steps and a551gnments should be

put in writing. A written plan is also useful in: other ways. It
can be presented to administrators for formal approval ‘before work
proceeds further; it can provide ‘persuasive backup in requests for
funding or other resources needed not only to conduct: the program,
but to develop it; and it const1tutes a record against which actual
in carrying out the program can be compared for :

[

The rest of ‘this sectlon dlscusses what the sequent1a1 steps
might be. They are intended to produce content, procedures for.
selection and recruitment of participants, day-to ~day - routlnes, a .
decrelon ‘on settlng, and evaluation guidelines that meet the“criteria

They are also 1ntended%co result-
in approval, staffing arrangements and other resources: eeded to
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carry out the program successfully. Whether OT not the steps. are the’
same, - this is ‘the ground that should be covered in developing a plan
for any school-based, self-contained® dellnquency prevention program.
All those who will be involved directly in the program should partici-
_ pate as a group in developlng action steps or in adaptlng the ones
presented here.

4 4. 1. '~pecifyingiﬁe1ection Criteria’

Exact selectlon criteria and recruitment procedures for . obta1n1ng
youth participants should be specified. ‘Remember that the program should -
be open to all students, but should attract a portion of its. participants
(up to one-third or one-half) from a service population whose prospects
for benefiting from such a program are uncommonly high. Obtaining this-
kind of mix requires recruiting from the student body as a whole and,
at the same time, recruiting more aggressively from an‘identified
subpopulation of students, Too little recruitment from the sub-
population will keep the program from reaching those who stand to
profit from it most. Too much recrultnent from the subpopulatlon
(the more common error) will often give the program-an image that
will drive away students who .are not in the subpopulatlon and will
destroy'its ability to conveylegltlmacyto anyone. :

Group, rather than 1nd1v1dua1 cr1ter1a shouid 1dent1fy the
service population, i.e., nelghborhood of residence would’be approp-
riate as a selection basis, and psychologlcal test scores would be
inappropriate. However, the merits of group selection criteria’can.
be lost unless recruitment also is conducted on a group basis.
For example, telling advisers toosuggest the self-contained program
to every -individual from a certain neighborhood who comes through the
registration line may introduce ‘factors other than the one intended .
as a basis for selection. Appearance or prior conduct (either good
or bad, depending on how an adviser views ‘the program) may cause -
some students to be singled out to receive extra encouragement to s1gn
‘up for the program. 'One way to aveid this pitfall "is to use a
sselection criterion that identifies a category of youth-who ordlnarlly
come tog;ther physically at some time during the school day, thus
permitting recruitment, as well as selection, ‘to occur on a group basis. - -
One criterion that app11es to groups, that bears a relationship to delin-
‘quent - behavior, and that ailows group recruitment is® assignment to a lower
academic: track, or ab111ty groyping. Those in a low track position tend
to populate certain classrooms as groups. (Classrooms provide convenient
settings for group presentations designed to recruit part1c1pants for the
- self-contaiiied program. By making such presentations in a disproportionate
number of low-track classroomsu ‘as . compared with "mainstream' classrooms,
the desired mix of part1c1pants should be atta1nab1e. 'On some campuses, a
modicum of further control over the probable mix to be obtained can come’
from carefully ch0051ng locatlons for post1ng advance announcements about
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the program. Dependlng on patterns of movement wlthln the school bulletlns

‘placed in certain classrooms -or corridors (or even on certain school buses)

may be noticed more by students in the service populatlon,

At thls p01nt staff members and others 1nvolved An the program must
agree on the details of selection and recruitment, How many young persons
will be in the program altogether? Of this number, how many. should come
from the service population? What will be the basis for identifying the
service population? Who will make recruitment presentation and where?/
What features of the program will these presentations -emphasize, in-order
to make the program appear attractive without "overselllng" it?

5.4.2 Evaluation

Make detailed arrangements for collecting information to:be used in
evaluating the program. - Evaluation should be considered from the time a
program is first contemplated, and not merely tacked on as an -after-thought-
or, worse yet, overlookedcuntil the program is nearly over. If a profes-
sional evaluator (or Tesearcher) is available from the school or community,
he should be involved from the beginning. Now is the time to identify the
information needed for a suitable evaluation, to agrze upon means for col-
lecting and recording the information, and to assign responsibility to indi-
viduals for obtalnlng each kind of data. Except for measures of skills as-
sociated with the specific content of the program (which is yet to be deter-
mined}, the bulk of information needed to assess both outcomes . and process
can be spec1f1ed before proceedlng further.;a L

The list of poss1ble program beneflts presented earl1er 1nc1udes some
outcomes other than the development of particular skills that some people
are likely to desire and expect the program to accomplish. These are reduc-
tion of delinquent behavior (in and out of school), improvement in general.
school. performance, and increased attendance. Further, the theoretical ra- -
tionale behind various program features 1mp11es intermediate outcomes, .such
as an increase in self-esteem, a reduction in feelings of powerlessness more
favorable views toward the school and its teachers, and a perception. that one

-is regarded more p051t1vely by parents, school personnel and others in the

communlty

S . N

Wlth respect to these and other de51red program results, the approprlage
question at this point is "How will we know if we succeeded? The answer is .
to specify what information will be collected and how. For example -one way
to measure reduction in de11nquent behavior, 'as well as most of the inter-
mediate outcomes listed, is through.self-reports admlnlstered at the begin-
ning and end of a student's part1c1pat10n, and possibly at a later time (to-
assess long-range outcomes). Changes in school performance and attendance
rates can be evaluated through examination of records. - Add1rlona1 1nforma-‘
tion can come from informal evaluative input from. participants and from in-
‘terviews with parents, teachers, and other members of the communlty who have.
knowledge of individual participants.

e
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In order to know what it was that succeeded (or failed), it is essen-
tial to document the process as it was carried out, beginning with the as-

-sessment and implementation steps already outlined and continuing for the

duration of the program. To what extent did the actual conduct of the pro-

_ gram correspond to what was envisioned? In what ways were the recommended
-features converted to practice? What was the relative exposure of different

~part1c1pants to various facets of the program? Answering these questions
“requires an ongoing collection of inférmation on key characteristics of

the program. The following outline suggests some. points to cover for the
purpose of process. evaluation:

(a) Content and Activities. - : o - G
(1) Forms of, initial negotiations with admin-

/- ' 1strators, staff, and young~part1c1pants
concernlng content..

A

(2) Extent of consensus concerning content
among administrators, staff and partici-
pants.

[

- (3) Ways in which the selected content and
activities were described to various per-
sons and groups.

(4) Suitability of the resources available |
(including persons) to delivering. the con-
tent selected.

(5) Sources and nature of changes in content or
. shifts in emphasis after the start of the
' v‘program.

(6) Feedback or reactions recelved by partici-
pants when they reported to others what
v,they were doing in the program

g

h(7).‘Spec1al proJects or tasks undertaken by indi-
- v1duals in the program. - o

(8): Nature of‘speclal support services. (provided
. by whom, under what c1rcumstances, to what
rec1p1ents) .

T(b)‘lPart1c1nants.

(1) Proportlon in the program who were drawn from
the intended serv1ce populatlon.
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o) Cr1terla used ‘to 1dent1fy the serv1ce popu- E

©

sl

“lation, 7.

f(Sj_}Recrultment procedures used

L (4): Level of exposure of 1nd1v1duals to the pro-

gram (attendance records, dates of entry,
and term1nat10n)

k(S) General characteristics of partlclpants {age,

’-grade level, grade p01nt average, etc. )

‘:(6)';Remarks by part1c1pants or others conveying

a general 1mage of those in the program
Dayhto Day Program Practlces

(1) Nature of rewards and c1rcumstances under :
‘which they were g1ven (increments of work ac-

“-compllshed, growth in 1nd1v1dua1 competencles,
etc.) B :

{2) Nature and c1rcumstances of correctlve feed-
- back prov1ded

(3) V151b1e 51gns of cooperatlon/comp%t1t1on.,

- (4) 'Klnds of input received from youthful par-

: gt1c1pants and responses to that 1nput.

(5) D1V1s1on of labor and respon51b111ty between

:_iyouth and adults.‘

\_\_ : .

j,(6)-’K1nds of 1nformat10n on 1nd1v1dua1 part1c1-,

./ pants sent home, €lsewhere in the school, or
' toothers in the community (to whom sent,
‘for what reasons,;favorable or unfavorable)

m*sk(7) Interlm and f1na1 credentlakvpprov1ded

(d)

&

Ve

Settlng G b w' ~>:":" ‘v‘:pgé;i','

; uma1n fac111ty USed

(2) ,Locatlon and extent of nonclassroom or f1e1d
Lt act1v1t1es. : S

3) Hours during whichaactivitieskweregconduCted.

Vo

,-,(1) Location and descrlptlon of classroom or other M

kkg'ready developed

" a

3y

4) Vlslble signs. that the program was - ‘a bona-
fide school ‘activity and recogn1zed as part
~of the currlculum

ia” i LS T

- (5) Ind1cat1bns of ongoing administrative. support_.ﬂ
: = (resd¢urces provided, verbal or: wrltten state-/‘
a T TR e ments by admln strators) e

(8 Program staff selectlon and spec1a1 tralnlng:”f
o ‘rece1ved . s B :

Those 1nvolved in the program should agree among themselves on who w111
be respon51b1e for collecting and recording each, kind of “information pertaln-

-ing to both outcomes and process. A schedule should be made specifying dates

for obtaining and consolidating various types of information, and for analyz-
ing data from logs, questionnaires, interviews, and other sources.  To reit-
‘erate, a design for evaluating everything except the attainment of spec1f1c
sk1115 can be developed well ‘ahead of the start of the program. ‘

4.4.3 EStablishingrTentativefProgram Content

Meet with: adm1n1strators,vothers from whom perm1551on is requ1red and -
the program staff to establish a bounded universe of.tentative program content
that is considered both acceptable and feasible, The range of possibilities
identified at this meeting should be far broader than the content that could
be included in any one program; the universe should: rema1n large: -enough to
leave potential and actual youthful partlclpants in the program w1th oppor-
tun1t1es to make real choices (see below) : A ,

As a. consequence “of groundwork and conversatlons prlor to thlS meet1ng,,

-persons developing the program will already have some suggestions-at hand for

possible program-activities. By now they will also know of ‘persons and other’

‘resources likely to be available from the community;: ‘many- of- these potent1a1

resources will ‘be more suitable for some kinds of content: and activities than

others.  This information can. help administrators and other decisionmakers de-

termine ‘the fea51b11fty of various alternativeés. .The key question, then, be--

comes, "Of all those that are feasible, what activities will these persons re-
* gard as having high educational merit?" Ideally, the answer‘to this question
will be thorough enough to eliminate the need to seek new approval from admin-

istrators for 1nformat10n received from the young people during Step 4 and
after the program is underway.

PR BT : ) A T e Y
Th1s meetlng can: also be' the occas1on for obta1n1ng pre11m1nary approval
from ‘officials for the selectlon,‘recrultment, and evaluatlon procedures al-r

a

: It will allow those in direct contact with the
- young people to make sound Judgments on the spot concernlng what 1s acceptable,'
ﬁ'and what 1s not.‘r<w S ; : SR S SO
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4.4.4 Meetlng with YoungﬁPeople [ SR

Keeping in m1nd the selecrton\crlterla and\recru1tment procedures to
be used (Step 1 above), bring together 10 to 15 young peoplr:z ‘of approx1mate1y
the same mix that is expected to-participate in the program.. This session
will détermine which program conten} within the boundaries just established
will hold the most appeal for program participants. The group should base
‘their choices on perceived usefulness of various activities, their desires
to obtain skills or knowledge in particular areas, and general interest.
The young people should indicate what content would hold sufficient appeal
to draw them\lnto the program and make ‘them want to stay w1th it until the
end. :
PR . ' T B
- 'The content and activities selected at this point should be specific
enough to allow development of instructional materials, arrangements. for
necessary resources, and preparation of recruitment materials to begin.
Within these limitations, some room should be left for actual part1c1pants
to have a say in the dlrectlon their activity will take. .? - S0

4.4.5 Adding to Evaluat1on Des1gg_Measures of Knowledge and Skllls

Add to the evaluation design (Ste 2) measures of spec:flc knowledge
and skills that participants can be expected to garn, glven the content and °
activities chosen : . : :
i

4.4. 6 Stafflnggthe Progfam and.Flndlng Supporters EERRRRIT tﬂ

&

Confer, as necessary, w1th prospectlve staff members and. supporters
in the community to verify that personnel available to the program can ade-
quately handle the content areas chosen during Step 4. If the existing cadre
of supporters cannot provrde all of the expertise needed ‘try to fill the gaps.
One p0551b11 'ty is-to ask a community ally to invite an acquaintance or asso-
ciate who h s the necessary " expertlse to offer time to the program. For ex- .
ample, if mass communication is central to a content area selected and the

> present group of supporters does not ‘include ‘a media representative, a mex-

chant in ‘the group can mentlon ‘the nepd. to@the radio-or television person
who handles his’ advert151ng As a last Tesort, deleting content that cannot
be delivered properly is preferable to asklng staff members to "bluff it

.through" in the classroom.~- S ST

4.4.7 __got1at1ngrRoles B 5;ﬁ> T e v,‘frlf,,

Based on the content chosen negotlate the rolés that 1nd1V1duals in the
group of supporters will actually perform when the program is underway. Se-

lection :of the school staff member who will have primary responsibility 'should .

be ‘confirmed. . Adults from the community should agree to become guest partici-
pants in the classroom, to provide small numbers of students: w1th job intern- -
sh1p experrences, “to prov1de access to the1r places ‘of business, to collect

ot s..,«ei,\,»f,zm_»@.ﬁ%.MAW,h
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’“fevaluatlon 1nformat10n (see Step 2 above), or to defer d1rect partlclpat1on
untll a program with content more su1ted to the1r sk1lls comes around.

;4 4 8 Determlne Cost

: In conference w1th those selected for dlrect 1nvolvement in =the pro-t
‘gram, compute. the additional resources and ssupport that will be needed toh
. deliver the chosen content and to conduct the activities adequitely. De- -
. sirable support-is almost certain to include: (1) Summer pay OT released-
7 time to permlt ‘the primary instructor to develop new materials, (2) time
':to revise teaching approaches, designs for procedures that will facilitate
the day—to day routines described earlier, creation of ‘reward systems based
~on incremental achievement p0551b111t1es inherent in the content chosen, etc.
* Other’likely costs are those for special equipment and materials, for trans-

portatlon of youth and adult participants, and for honoraria for the outsiders

7_who prov1de substantial time or other resources .of thelr own.

,”4 4. 9  Preparing a PrOposal T R = SRR
Use the cost estlmates just computed to prepare a modest proposal for
' submission to the school administrators or other funding source. Even if a
program can scrape by on donations, it is preferable to assure those involved
that at least partial material support for their efforts will be forthcoming.
A top priority should be to:obtain developmental support for the person pri-
~marily responsible for runnlng the program, the one having the most direct
contact with participants in and out of ‘the classroom. Lack of preparation
time can seriously undermine even -a conventional course offering; it may
spell disaster for an innovative program o ¢ :

. 14 4 lO Preparlng Recruitment Matenals

\

Prepare recrultment mater1als that descr1be “the contenp/and activities
to be offered, that identify. .the school staff members and other adults who.
will be 1nvolved and ‘that list times and locatlons of the act1v1t1ﬂs. " These
“materials can consist of written flyers, posters, and outlines for oral pre-
sentations. Even though specific representation.of.a subpopulation of stu-

dents is 1ntended all recruitment materials should ‘emphasize that enrollment
'fkrs open to any 1nterested student. To reiterate, obtaining the desired mlr

‘should rely not on the way the program is publicly billed, but on care in

choos1ng the groups to eXPOSb most to the information (see Step 1 above)

;45 Su X B |
| Thls sectlon has descr1bed a. sequence of actions 1ntended to culmlnate

in the operation of ‘a self—contalned dellnquenC/ prevent1on program in a.

= school. S R o RELR I e
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- Initial preparation should include familiarization with program princi-

ples and development of a repertoire of possibilities for program content to
use injeaﬁ}y'conversations. ’The?nextfstep»is~to,assess‘opportunitiesrfor;‘“ E
action, The assessment stage serves a dual purpose,. providing both informa-

tion about circumstances under which various program efforts will become =
feasible and presenting the occasion for starting informal negotiations to -

‘obtain staff, administrative support, and community cooperation for the pro-
~~ject. Following the assessment stage, actions focus expressly on ‘organizing

the support already cultivated, on obtaining specific commitments, and on
neutralizing resistance. 1In-this and the subsequent stage, the goal is to
_gradually convert acceptance of abstract program principles ‘into acceptance -
of the concrete activities the program will include. ‘Movement is toward in-
creasing specificity, leading to agreement on a detailéd plan of action, and

finally*gb“the'actual ¢bndu¢tingjof a”pfog;am:wj

[ I
[l S

C‘ s
@
' /*U,5. GOVERNMENT PRINTING OFFICE: 1981--361-233/6347
v %
o
=
o
.
o
=i
b
£ ° -
o L
. B =
i ¥ £ I'j ) .
G ¢ o o -
- g o
: s <
vt u

e

¥}

L‘q | [

PR 4




st o






