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felt that they should be receiving more hard-cor~ cases, i.e., somew~at older youths 
with arrest histories of more crimes of personal vIolence. Coupled wI.th th.e ~act t~at 
the program was operating only at 50 percent of capacity and that Hispamc Juvemles 
are disproportionately represented among referrals ,to court, .ou~-of:home placements, 
,and the more serious chronic offender group, there IS a clear mdicatIon that Espera~za 
was being underutilized for that group for which it had been designed to provIde 
services. 

'Program Services 

On the average, residents in the program stay for approximately 4.5 m~:mths. 
Major components include close monitoring of client performance at local publIc and 
alternative schools; individual, group, and family counseling; regular, frequent homb 
visits' and the inculcation of ethnic pride and cultural awareness. The general thrust 
of th~ program is the provision of a homelike atmosphere reflecting these youths' own 
culture. 

The program utilizes a point system in which. each youth is given z~ro to ~ree 
points per eight-hour shift in each of eleven categorIes over a twenty-f?ur hour perIod. 
Three is the best rating, and zero is unsatisfactory. The y~uth super~Isor on duty ~as 
the responsibility of rating each yo~mgster. A r~siden~ IS scored m the followmg 
categories: attitude, relationships ~Ith other!s/argu~ng wIth. counselors, chores, room, 
personal hygiene, waking up and gomg to bed, smokmg, radIo/stereo, phone, home on 
time, and extra chores. The points in a given category are totaled each day and then 
summed by week. 

The point system provides an objective basis by which each r~sident progre~ses 
through three discrete program stages. Advancemen~ ~s. mat'ked by mcreas~d phYSIcal 
mobility, additional privileges, and increased, responsIbI~Ity. S~a~~ one, desIgn~d for a 
minimum of four weeks' participation, permIts no outsIde actIVItIes for the first two 
weeks except school and work. Telephone privileges are restricted to ca~ to parents, 
caseworkers, probation officers, employers, and teacher~., The use of r~dlOs and stereo 
equipment is not permitted. Family visits to the facilIty are p~rmitted after two 
weeks. Unless otherwise authorized, residents must be accompamed by staff on all 
trips away from the facility. 

To advance to stage two, at least 80 percent of all obtainable points must be 
acquired. In the second stage, telephone privileges are eased; walks to the pa~k or 
nearby stores with staff permission are allowed three times a wee~; ,0v.:nership of 
radios is permitted; and after one week a twenty-four-hour home VISIt IS granted. 
Eighty-five percent of all obta.inable points are required to advance. to the ne,xt stage. 
Stage two is designed to last a minimum of three weeks. The fmal or, t~Ird stage 
involves preparation for release and placement. A number of .o~d prIVIleges, are 
expanded, and some new ones are intrc)ouced. For ~xample, hom,e ~lSltS ar~ permItted 
every weekend. These weekend visits are clearly vIewed as a prIVIlege ~hICh must be 
earned. Parents are asked to fill out a form about the child's behaVIor after each 
weekend visit. In this stage, 90 perc.~nt of all ob~ainable points, ~ust be ea~ned to 
progress to the next week. Consequences for vio!a~I.on of ho~s~ prIvllege~ can mclude 
loss of home visits restriction on weekly actIVities, receIvmg no pomts, loss of , , 
privileges, extra duties, referral to court, or expulsIon. 
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In its quest to develop cUlturally appropriate treatment models, the program 
selected a predominantly Chicano staff to provide role models for and to counsel with 
the residents. This strategy assumed great importance since it is linked to the belief 
that ethnic pride and cultural identity should be appealed to, if not inculcated in 
attempts to communicate with minority youngsters. In addition, the assumption ~as 
made t~at havin&: an exclusively !'lispanic client population increased the possibility of 
generatmg coheSIon between reSIdents and staff. The widespread perception that the 
d~minant "An&:lo" power. structure constituted a prejuu:ced and discriminatory power 
elite caused thIS assumptIon to be espeCially meaningful. 

Reg,ul~rly s~heduled individual counseling sessions are largely the responsibility 
of the climcal director. On occasion, stUdent interns with graduate work in social 
work or educational psychology will run these sessions. Individual counseling occurs 
once a. ~~ek and, frequently emp,hasizes the need for a youngster to assume 
responsIbIlity for hIS unlawful behaVIor. Stress is placed on a youngster's completing 
the progl'am without getting into further trouble. The argument was made by staff 
that s?me youngsters' low self-esteem can be attributed, at least in part, to the 
subordmate status attached to being Hispanic in a larger "Anglo" system dominated by 
~he M.ormon Church. Co~tering this tendency requIres the promotion of cultural pride 
In bemg part of an ethmc group whose members are able to rise above perceived 
prejudices and obtain responsibility, authority, and respect from the "mainstream" 
cultl;lre. These principles see~ to ~e communicated to the residents through unspoken 
or VIsual messages by other Hlspamcs who have achieved some degree of success and 
are able to function well within the larger system. 

Provid~g en opportunity for these youngsters to identify with adult, HispS-!1iC 
role models 1S thc"'ght to help neutralize the problem of "scapegoating." This term 
ref~rs to th~ tendency of blaming all problems on discrimination by the larger society, 
Whil~ refusm~ b) accept any personal responsibility for either past misconduct or 
Poss.lble self-Improvement. In cases where low self-esteem is not necessarily tied to 
feelings of powerlessness al'ising from ethnic discrimination, it is still beneficial to 
have positive, adUlt role models. Such figures can help these youngsters toward goals 
such. as reducing' ~tis?cial. behavior, resolving family problems, and reacting to 
conflict and tense SItuatIons In a thoughtful fashion. 

Group sessions are conducted once a week by the clinical director. These 
sassions pro,vi~e a setting ~o. deal cOllecti~ely with general policy issues (e.g., program 
rules, restrIctions, and prIvIleges) and WIth matters relatmg to responsible behavior 
and attitudes, client conflicts, progress in school or work, and other topics useful in 
provoking discussion. 

Family work entails two or three visits a month by the clinical director to each 
yo~th's home. At the outset, ~e goal is to establish rapport and develop a relationship 
WhICh can ser~e later as a baSIS for more structured counseling. Shared ethnic identity 
between famIly and counselor is believed to create a basis more readily for the 
development of trust and the acceptance of advice. More substantive matters can be 
discussed later once the proper groundwork has been laid. 

All residents are required to attend either public or special school in the 
community. While some schools communicate with program staff daily, others issue a 
monthly progress sheet. The program requests that the schools provide a weekly 
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report. Formal follow-up services ~re. not provi~ed by the progr~m: 0'nce a client 
leaves Esperanza, he iB frequently still Involved wIth the court. ThIS mvolveme~t may 
consist of either nominal probation supervision or a tracking program. PrIOr to 
graduation, arrangements are usually made by the progl'am to provide youngsters with 
~()me kind of school program or job. 

Staffing Pat~erns 

Program staff include an executive director, clinical director, home manager, 
four youth supervisors, one practicum student, and a secretary. All except two are 
Chicano. With the exception of the executive director (one year), clinical director 
(one and a half years), and secretary (three years), staff have been at the program for 
an average of six months. Both the executive director and the clinical director have 
Master's degrees; the remaining staff members have a total of four Bachelor's degrees, 
one uncompleted Bachelor's degree, one Ph.D., and on~ high school diploma. Three. of 
the nine staff members are women; the staff ranges m age from 22 to 51 years wIth 
the average age being 32 years. 

3 • .:rhe Floridalfeys Marine Institute 

Origins and History 

Chartered in 1976 as a nonprofit corporationt Florida Keys Marine Institute 
(FIrMI) is one of seven marine-oriented programs in Florida, constituting Ass.ociat~d 
Marine Institutes (AM!). AMI's origins can be traced to 1969 when two Juvemle 
offenders were employed by an environmental marine research project. This step had 
an immediate beneficial effect on these youngsters' behavior and led to more such 
placements. Shortly thereafter, a project for placing delinquents in marine-oriented 
activitjes was launched. AMI replicated this program, and by 1976, seven such 
programs falling under the AMI banner were in operation. 

Until July of 1979, all of the affiliated programs were nonresidential. Since 
1976, FKMI had been operating an aiternative school supported largely by CETA funds. 
The rehool provided vocational training, educational tutoring, and counse~ng .for 
students from the Florida Keys who were troubled, confused, or unable to functIon In a 
standard classroom. Due to a cutback in CETA funding, a problem emerged about the 
continuation of the schooL Around the same time, however, interest was growing for 
the establishment of a small residential program for delinquents to serve District 11 of 
the Department of Health and Rehabilitative Services (HRS). !his. m·ea. incl':ld~~ 
Monroe (containing the islands of the Florida Keys) and Dade Counties (m WhICh MIamI 
is located). Monies were to be made available from funds obtained by closing down one 
cottage at a state training s,chool.. Discussions. took plac.e. ~etween AMI and 
representatives of HRS concernmg thIS proposed proJect. An ml~lal agreement was 
reached. The decision was made to continue to have an alternative school to serve 
youths from the surrounding Monroe County. These students would travel to and from 
their nomes on a daily basis. The residential program, in contrast, would take youth 
from all parts of District 11. Residents would jointly attend school with the day 
students from Monroe County. 

,-------_._--------------_ ... --~-'---
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Excluding cos~s as~ociated with the nonresidential alternative school, the yearly 
b~dget for the re~ldentIal component amounts to approximately $254,700. The per 
dIem costs are e~t.lmated at. about $40. Over three-quarters of this funding is derived 
from HRS •. AdditIonal fundmg related primarily to the residential population's use of 
th? a1te~natl~e school comes' from th: co:unty and involves a state subsidy. Finally, 
prIvate donations, both monetary and m--kind (boats) plus money paid by out-of-state 
clients constitute the remaining funding sources. ' 

T~e AMI ce!1tral, office receives a set amount of HRS funds each month for all 
yout~s In the resldential component of FKMI. Approximately 20 percent of the HRS 
subs~d"J goes ~o. AMI with the remaining funds being channeled to FKMI. In return, AMI 
provl~es tra~mg, procures and negotiates contracts, offers administrative and 
techmcal assIstance, performs evaluation, and supplies computer services to FKMI. 

Point of Intervention 

~RS is r~sponsible for all juvenile institutions and services as well as for all 
probation servIces; the latter includes juvenile court intake and parole supervision. 
Persons und~r 18 wh~ are adj1!dicated. delinq~ent can be committed by the judge to 
HRS for ru:t md~termmant perIod of tIme until discharge or a youth's 19th birthday. 
FKMI's resIdential component is designed exclusively for adjudicated delinquents who 
have been committed to the custody of HRS. 

Referral Criteria 

. Although the formal catchment area for FKMI's residential component is the 
entire~y .of Monroe and Dade Counties, in practice the program draws almost 
ex~lus1\:ely from Dade C?unty. These referrals come predominantly from Miami, 
WhICh IS loca~ed approxImately 160 miles north of the program. The virtual 
nonrepresentatH:In of Monroe County youth was explained by the fact that judges in 
that county ~e re~ucta,nt to c?mmit youngs. tel'S to HRS except in the case of 
extremely serIOUS VIolatIons. GIven the relatIvely few commitments to HRS from 
M0!lroe . County, very few placements of these youngsters are made in FKMI's 
reSIdential component. 

Youths are selected and referred to FKMI by the placement coordinator for HRS. 
M~le yo:uths ~etween ~e ages of 15 and 18 who have been adjudicated for serious 
crImes mcludIng Chr?~IC property and as~aultive offenses are eligible. However, 
youths who have exhibited severe or chromc assaultive behavior are not likely to be 
referred. Also excluded are youngsters who are not interested in marine-oriented 
progl'!lms, a~e not able or willing to partiCipate in water activities, and have severe 
emotIonal dISturbances. Another faGtor considered in the referral decision is whether 
~ youth should be removed from his home environment. Referral considerations also 
Include offorts to maintain a racial and ethnic balance, to analyze the behavioral 
aspects of each youngster, and to consider the judicial recommendationse 

,. The placement coordinator maintains close contact with FKMI through the HRB 
lia~on ,c~unselor who works at FKMI and notifies the placement coordinator about 
avaIlabIlIty of slots and upcoming graduations. The liaison counselor also has 
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responsibility for handling the furlough (release) plans and for maintaining contact with 
the HRS field eounselor. This individual supervises the youth once he has graduated 
and returned to his home.. If the program should choose not to accept a referred 
youngster, the residential administrator must send a wri.t~en ju~tificatio? to HRS. ~RS 
has the right to appeal this rejection to AMI's admInIstrative staff. In practIce, 
however, all referred youngsters seem to be admitted into the program. 

Client Profiles 

During the time of our visit there were eighteen residents at th~ program. 
Information was available for seventeen of these youngsters. They ranged In age from 
14 to 17 years with the average being 15.6 years. Twelve of the residents were white; 
five were black. The reasons for their referral and the number of their prior offenses 
were: one strong-arm robbery with six priors; one attempted ro.bber~ and a~gravated 
battery with seven priors; one attempted armed robb~ry wIth mne prIOrs; ~our 
offenders each having a burglary charge with four, SIX, seven, and ten prIors 
respectively; one burglary and theft with eleven priors; 0!1e burglary and grand th~ft 
with eight priors; one battery with thre~ priors! one. carryIng a c~ncealed weal?on wIth 
three priors; three offenders each haVIng a Violation of probatI0!1 charge wI~h two, 
nine, and eleven priors; two offenders having violations of comm~Ity control. wIth two 
and six priors; and one violation of a commitment placement wIth eleven prIors. The 
average number of prior offenses for this 'group was 7.1. 

It should be noted that violations of community control and probation can result 
in commitment to HRS. Community control is used by the courts in lieu of 
comm.itment to the custody of HRS. Failure to comply with. c~ndit~ons of a co~munity 
control placement can result, after a hearing or an a~mISS?,On, In a. rev~c~tlOn ~d 
issuance of a new disposition order. The new order mIght be any dIspOSItIon WhICh 
could have been issued at the original hearing. 

Program Services 

According to a July 1980 monitoring report which covered the period from 
December of 1979 to April of 1980, client pal'ticipation in FKMI's residential 
component lasts on the average slightly under six ~onths. The execut.ive dire<;:tor 
indicated this period of involvement had been redLceCi rec~I:tly to appro:Clmate~y IOUI' 
months. During this period, efforts are made to expose students to a WIde varIety of 
marine-oriented activities, subjects, and challenges. Exposure to all aspects of the 
marine environment is believed to be a way to instill self-confidence, to establish 
respect for working with others, and to develop a repertoire of pot.entially .val~able 
vocational skills and avocational interests. Th~se· goals are achIeved prinCIpally 
through an educational program emphasizing remedial academics, conventional ~o~rse 
work and marine-oriented subjects; practical field experience (e.g., refurbIShIng, 
repab:.ing, and operating boats); organized activities and trips (e.g., swiIaming, sailing, 
and diving); and a token economy reality therapy 'treatment component. 

The program is located on a portion of an abandoned naval base in a corner of the 
island of Key West. This base is closed to unauthorized entry; a small, low-keyed 
security force is located at the gates • 

-----------------------------------------------
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The program uses a point system to monitor progress, reward responsible 
behavior, and guide advancement through four specified levels. All points accumulated 
by each youngster are noted in a prominently displayed Consistency and Performance 
Chart. Anywhere from one to five points can be earned for conduct and for 
participation in each class, task, or activity. A maximum of ten points can be earned 
for each of the three class/activity periods over each weekday; on weekends a 
maximum of forty points is possible. The points can be used as bids in auctions which 
are held to select students for various trips and activities. 

The points are also used as one of the criteria for level advancement. Other 
criteria include completing assigned courses, receiving peer input in group meetings, 
and procuring staff approval. The four levels are apprentice seaman, seaman, mate, 
and first mate. Obtaining particular privileges is based on the level reached. F.amily 
visits, for example, are permitted once a month, but at level two (requiring a total of 
450 points) stUdents are ordinarily allowed to leave the base with their families for the 
day. Level three, which requires 1,400 points, allows stUdents to arrange a five-day 
home visit. At level four, which requires 1,750 points, plans are made for graduation 
and furlough. Various levels must be reached in order to bid on such things as 
attending special activities, organized evening trips, overnight camping, and group 
ventures into town. Assistant instructor status and responsibility for orienting new 
stUdents also accompanies advancement. 

The students in the residential program attend the alternative school along with 
the Monroe County nonresidential stUdents. While most of the day students are not 
court ordered, virtually all are referred for disruptive behavior and/or their 
involvement in crisis situations. The curriculum includes required core courses of a 
purely academic nature (reading, spelling, writing, mathematics, and social studies) 
and in marine science (dangerous marine life, marine ecology, and marine biology). 
High school credits are obtained, and GED preparation is available. A great deal of 
the marine-oriented study is done in the field, which serves as a natural laboratory. 
The purpose is to capture student interest and to show immediately the link between 
an academic topic and its potential application in work or recreational activities. New 
students take several short courses such as first aid, cardiopulmonary resuscitation, 
survival swimming, water safety, marine maintenance, and basic hand tools. Short­
term courses involving one to several class sessions are designed to provide rapid 
successes for students who are accustomed to failure. Course completion cards and 
achievement awards are introduced early to engender positive reinforcement on a 
regular basis. 

Many elective subjects are also available. Among them are aquarium technology, 
collecting tropical fish, oceanography, whales and dolphins, scuba and skin diving, 
advanced seamanship and boat maneuvering, cooking, weight lifting, and life saving. 
Time is also spent developing employment skills and learning good work habits. All 
stUdents devote time to other vocational issues such as finding and keeping jobs, 
developing career awareness, filling out applications, and perfecting interviewing 
techniques. 

The academic instruction is handled primarily by three teachers taking 
responsibility for rem.::dial, intermediate, and GED preparation respectively. Each 
stUdent spends three half-day sessions per week on academic subjects; the remaining 
time is given to marine-oriented topics and tasl{s. Four instructor-i10unselors teach 
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classes in the various marine-oriented subjects. They serve also as primary counselors 
for the residential students. Upon entry into the program, each student is assigned one 
of these counselors. Instructor-counselors are recruited largely on the basis of their 
marine background and experience, not on the basis of previous work with or training 
for offender populations. Instructions for counseling and working with these delinquent 
youngsters is handled in-house by senior staff. 

There are no routinely scheduled individual counseling sessions; instead contacts 
with counselors were said to occur informally when needed. Emphasis is placed on the 
development of trusting relationships in which students are expected to act maturely 
and to accept the consequences for irresponsible behavior. A County Commurlity 
Mental Health Center located on the same abandoned naval base is available to provide 
individual counseling although its services are not utilized very often. 

Various types of group sessions occur four times a week. Twice a week each 
youth participates in a group of approximately ten clients. This group is led jointly by 
a staff member of the Mental Health Center and one of FKMI's counselors. These 
sessions last approximately an hour. In addition, each counselor sees his/her own 
caseload of about five students once per week. Discussions centered on matters such 
as course requirements for level advancement, interpersonal conflicts, and personal 
needs. Finally, on Fridays a group meeting is held for all residential students. This 
meeting is moderated by the HRS liaison counselor who spends a great deal of time at 
the program. At this meeting clients discuss a wide range of topics including level 
advancements, program policies and procedures, and the quality of staff and client 
performance. 

While families are periodically apprised of their children's progress in the 
program, FKMI provides no family counseling services. Work with a family is the 
responsibility of the HRS field counselor in the client's community. Since these youths 
are approximately 160 miles from home, logistic problems preclude any possibility for 
family work. The HRS liaison counselor will give a progress report to the family if 
they make contact. Most of his work, however, involves contact with the home 
counselor about the youngster's progress. He notifies this counselor about pending 
home visits and also handles all paperwork and other details for the furlough. 

The furlough is technically a probationary status following release from an HRS 
commitment placement. The details of the furlough agreement are largely worked out 
by the HRS home counselor with advice from the liaison counsell,r. Once the terms 
are set for the furlough, they are detailed in a document by tt e liaison counselor. 
Once this work is completed, the youngster is released and returned to his own 
community. If the terms of the furlough are violated, the youth can be given another 
HRS placement following an administrative hearing. Return to FKMI is not permitted. 

Staffing Patterns 

Eighteen staff members work at FKMI. At the administrative level are the 
executive director, the residential administrator who runs the residential program, and 
a director of operations who is in charge of the alternative school. Four persons 
comprise the school staff: three instructors and a diving teacher. Four instructor­
counselors are responsib~'2! for the marine science, seamanship, and aquatic activities. 
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Finally, there are six dorm counselors who live at the facility. The program also 
employs a cook. Supplementary staff who receive no compensation from the program 
but work on a regular basis include the HRS liaison counselor and two Community 
Mental Health workers. 

The staff ranges in age from 17 to 42 years with the average age being 28.8 
years. The staff possesses the following academic credentials: three Master's degrees, 
seven Bachelor's degrees, two Associate's degrees, and three high school diplomas. 
Thirteen members of the staff are male and five are female. 

4. Probationed Offenders Rehabilitation and Training 

Origins and History 

The PO~T (Probationed Offend4~rs Rehabilitation and Training) Boys' Group 
Home opened m May of 1976 as an important addition to the agency's larger youth­
serving efforts. Already operating under PORT's service umbrella were the 
Corrections Center and the Girls' Group Home. PORT, a private, nonprofit 
organization~ was initially incorporated in 1969 as part of the move by a group of 
Rochester citizens-priv~te individuals ,and criminal justice professionals-to provide 
alternatives to incarceration for juvenile and young adult offenders. 

Principles established for the agency at the time of its founding include: 
(1) local alternatives to imprisonment can be more just and humane without increasing 
the risk to public safety; (2) the reliance on imprisonment as a sanction for most crime 
is ineffective and should be reduced; (3) local correctional services can be provided at 
substantially lower cost; and (4) PORT pirograms and its philosophy of corrections in 
the ~ommunity can be duplicated in otht~r jurisdictions. These four principles have 
contmued to form the basis of PORT's: correctional philosophy and programming 
efforts. 

Two local district court judges from Rochester, the prime movers to create the 
agency, began mobilizing local community leaders as early as 1967. Originally funded 
with $80,000 of private foundation monies, PORT has subsequently been able to obtain 
substantial financial support through the Minnesota Community Corrections Act of 
1973. Located in one (Dodge-Olmsted) of the three pilot county areas initially 
targeted by the act, PORT utilized these funds in part to enlarge its array of services. 

Kenneth Schoen, who later served as commissioner of the Department of 
Corrections for the state of Minnesota at the time of the passage of the Community 
Corrections Act, was appointed as the first executive director of PORT and was 
instrumenta~ in planning and opening the first element in the agency's larger umbrella, 
the CorrectlOns Center. Launched in 1939, this program occupies a building on the 
grounds oJ.~ the Rochester State Hospital. It was developed to serve as an alternative 
to incarceration and to provide closer control and supervision for "high risk" probation 
cas:s ilian ,was possible under traditionel probation. Currently, the program is 
avallable to Juvemle and young adult males referred by the juvenile and criminal courts 
in Olmsted, D~dge, and Fil~more Counties. In 1973, a second element in PORT's larger 
array of servlces, the GIrls' Group Home, was opened. Located in southwest 
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Rochester, this facility provides residential care for female delinquents between the 
ages of 13 and 17 years. 

'I'he PORT Boys' Group Home, which opened in the spring of 1976, is located in an 
attractive, two-story, single-family dwelling in a recent housing development in 
southeast Rochester. Nothing about the exterior appearance of the building suggests 
that a residential program for delinquent youthS is housed there. The surrounding 
neighborhood consists mostly of single-family homes plus a scattering of larger 
apartment building complexes. This residential area appears to be overwhelmingly 
white and middle class with no signs of any deterioration in the housing. 

During the calendar year of 1979, fmancial support for the operation of the Boys' 
Group Home was drawn from two primary sources. Out of a total operating budget of 
$52,360, the vast majority of funding, $48,360, came from the Olmsted County 
Department of Social Services. This county social welfare money was ultimately 
derived from state government revenue sharing. The remaining $4,000 was supplied 
through the Community Corrections Act. Here, the three counties of Dodge, Fillmore, 
and Olmstead have combined into a single community corr.~ctions system which is 
collectively eligible for funding under the Community Corrections Act. 

The estimated cost for maintaining a youth in the Boys' Group Homf~ is 
approximately $23 per day. This figure compares quite favorably with the cost of 
maintaining a youth at the Red Wing State Training School which amounts to $56 per 
day. 

Point of Intervention 

Youths entering the Boys' Group Home are drawn primarily from two referral 
sources. Most potential clients are referred either by the juvenile courts in Dodge, 
Fillmore, and Olmsted Counties or by the Olmsted County Department of Social 
Services. On rare occasions youths are referred to the program by their schools or 
parents. In the case of juveniles entering PORT via the courts, they have all been 
adjudicated delinquent and have been placed on probation f~ an alternative to 
incarceration. These offenders have generally been charged with serious crimes 
including felonious acts against persons and property. If an alternative program such 
as PORT had not been available, they would have been in most instances committed to 
the State Department of Corrections for placement in a juvenile correctional facility. 
In contrast, in the case of youths being referred by the County Department of Social 
Services, rarely have any of these youngsters been charged with serious offenses. 
Usually, they have engaged in various misbehaviors qualifying as status offenses-tru­
ancy, ungovernability, and runaway. Under these circumstances where wards of the 
County Department of Social Services are engaged in activities making it difficult to 
maintain them in their own homes, their social service caseworkers refer them directly 
to the program. 

The small percent of youths referred by schools and parents have almost never 
been adjudicated delinquent in the juvenile court. If the PORT facility were not 
available for these youths who are being referred for reasons other than court 
adjudication or social service custodianship, they would probably be placed in some 
type of noncorrectional, residential treatment center within the catchment area. 
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Youths referred to the program as 'al ' 
Olmsted County, whereas ouths refe SOCI serVIce referrals are only drawn from 
and parents-might resile anYWher~re~i~~' an~ of t~e other sources-courts, schools, 
Olmsted, Fillmore, and Dod e At ,In 1e ,ree-~?unty catchment area of 
group home had been drawn gf;om O:~~t time of ,our SIt~ VISIt, all of the youths in the 
most of these clients had been referred ebdY~~~~r· TthdIS fact was not surpriSing since 
Services. e ms e County Department of Social 

Ideally, PORT aims for a mix of cli ts h' h ' 
CQurt cases and 25 percent county social en ,w IC approxm~ates 75 percent juvenile 
1979, however, the ratio of court s:rvIce c!lses. D,ur~g the calendar year of 
reversed. Out of a total of twenty_~d socIa~servlc: admISSIons was almost exactly 
sent to PORT by county social servic::e y~u : admItted that year, sixteen had been 
court. This reversal suggests an importanant hon y ~evenf had been sent by the juvenile 

c ange In re erral policies. 

Referral Criteria 

The formal catchment area for PORT' B ' , 
Dodge, Fillmore, and Olmsted Counties with s th oys ~r?up Home IS the entirety of 
Olmsted County where Rochester is located. e maJorIty of referrals coming from 

The intake criteri~ enumerated b PORT f . 
(1) males between the ages of 13 and y or ac?eptance Into the program are: 
area, (3) must not be retarded (4) must 7 ~e~rs, (2) reSIdents of the formal catchment 
not be chemically dependent ~nd (6) no e severely e~otionally disturbed, (5) must 
custody or probation. S1Urpri~ingly al~~~~g~O~ have experIen~ed court action regarding 
for the treatment of serious'" e program claIms to have been designed 
criteria either of the se"erit~u::~~o~f~~~~~sd:n~~~!O~e~a~~~~ in the list of intake 

Of all youths referred to the prog , 
potential clients are accepted. The d "ra~ approXImately 90 pe,:cent of these 
program's intake committee ' , eCISIon out whom to admIt IS made by the 
PORT's executive director ;~I~h ::p~~:~~Si? of ih~h Group Home's two codirectors, 
Admission of any client r~ uires a ".a..l~'e 0 e agency ~aking the referral. 
decision of whethel' or not toqad ' , maJorI..~ ~ote of the commIttee. Usually, the 
referred to the program. mIt IS mad~ w1.thIn twenty-four hours after the youth is 

A written service plan is devel p d h tl af 
program. The guidelines for treai~e~t s S;:11 Yd t~r ,the ~outh is admitted to the 
COllaborative efforts of the outh th . e ou In e plan result from the 
tors), a representative of the ~efe;rin e a housepare~ts (the group ~ome's ,two codil"ec­
service worker), and the parents of th: y~~~~Y.f(~hPICallY, a ~robatIon offIcer or social 
this document are specified both the sh 1;-t 1 ey are avaIlable for consultation. In 
is expected to achieve while livin in th or erm and long-ter?l goals which the client 
shared with the referring agency a~d the ec~~~t~~ p~~~~:ormalized, this service plan is 

Client Profiles 

The maximum capacity for the Boys' G H " , 
emergency slot for youths who need emergen~ryouShPelteOrm. e IS eIght reSIdents plus one 

For example, runaways who 
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. cannot be housed at the local detention center have been picked up by the police but .1 t the program. Emergency shelter can due to state statutes can be kept temporarl y a 
be provided for three days. 

r t re residing in the home. They At the time of our site visit, seven c len s d w:
4 

3 years Racially, the group 
ranged in age from 13 to 16 year~ and av~rage Out' of the ~even only two clients 
consisted of six whites and. one .NatIve tm~lcan~ 14-year-old white' youth, had been 
had been referred by the Juvemle cour • ne, .ousl been charged with theft. The 
adjudicated for aggravat:d assa~ ~d d hllb~~:e:~jUdlcated for auto theft and ~ad 
other a 16-year-old whlt~ you , a All five social service referrals ha.d no prIor 
previously been charged wIth burglarY(d . t sexual behavior) had been referred for 
records and in every case except o~e 1 ~v~an two instances of truancy and two of r,tatus offenses. These charges mc u e -
incorrigibility. 

Program Servic~ 

. m PORT's Boys' Group Home Designe~ as . a fam~y-t.each~g mO~~~1 ~:g~:Si~ is placed on the develol?me~t 
provides a reSIdential s~ttmg In WhICh ;pe 1 Phabits. Considerable attention 18 
of life skills and the Improvement 0 p~rsona i r Staff members point out that 
directed to teaching the ~alU~ o~ coop~r:~io~e::t~n~.:aut youths who are reasonably 
the program works best or ? ~qu~n t.le and are not terribly resistant to change. 
socially adept, are not excess~ve i29 o~ 1 'although on rare occasions clients have 
The average length of stay IS ay: 20 da s The home is managed by a young 
remained in the program for as long ast AIOnYg ~ith PORT's executive director, this . d couple who serve as houseparen s. . 
:::,~;:: assumes the role of principal counselors for the reSIdents. 

. li are utilized in this program. The extent 
Individual, grouP

li, an? fa~~K ~~~s:es~~ent participates depends largely upon ~e 
and nature of counse ng In WI. .ntake All clients must receIve 
content of the s~rvice plan. deVel?pe~~~!o:e~~o~s are' purposely kept informal and 
individual counseling on a daily basIS;, f the staff Individual counseling usually 
may be presided over by any me~ er ~. h an oc~ur at any time in the residence. 
assumes the form of c~ual rap seSSIons W IC rC m counselor to counselor; the Of.lly 
The particular techmques employ~d. vary JS~ive role model teaching relevant life 
consistent themes stressed are proyIdm~ a p li ·ng Th~ term "environmental 
skills, and developing behadvliorb Vl~alff ~ fe~~~bin; these approaches to producing therapy" was used repeate y y s a 
significant behavioral change. 

. th up sessions run in the home. The Much the same approa.ch is employed m e~e ~~a tive strategies for group living 
houseparents usually superVIse these ~ouPs ~h commgn topics for discussion. If 
and household management are e mos . i ants and/or if a particular youth 
interpersonal problems arise betwe.en several parti~!utive director of PORT will step 
is having special difficult~es aff:ctmg others, tthhe ex. ues All clients in the program 
. d the group sessIons wIth a focus on ese ISS • 
~u:~ p~ciPate in group counseling; sessions are held twice per week. 

t··t t the home The houseparents have Family counseling ~s .also a regula:. ac 1":'1 y ~iCh about dne-half of the clients in responsibility for supervIsmg these ses;:)lons m w 
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the program are involved at any point in time. The approach taken is not any form of 
classic family therapy but instead is based on problem solving with the intention of 
improving relations between parents and their children. A large part of the counseling 
effort is directed toward improving the skills of parents in their attempts to deal 
successfully with their children. Two techniques particularly stressed are Gordon 
Parent Effectiveness Training and Systematic Training for Effective Parenting. 
Families are invited to the home once per week for counseling sessions. In those 
instances where severe problems exist between family members, ones requiring 
prolongea and intensive intervention, the family is referred to the local mental health 
center to participate in more traditional forms of family therapy. 

Activities are organized at the program so that during a typical day the clients 
have an opportunity for several hours of free time and recreation in addition to other 
regularly scheduled activities such as household chores, meals, and group sessions. The 
clients are also given open access to local recreational resources such as parks, 
playgrounds, and community centers. The program has not itself developed any special 
recreational/cultural component. Home visits are encouraged if participation in the 
program is satisfactory. Unless problems arise, youths usually sl?end the entire 
weekend each week with their parents. 

Formal educational needs of the residents are met by making use of the 
Rochester public school system. A concerted attempt is made to keep each client in 
the same school he was attending before he moved into the group home. Close 
informal contact is maintained between the program staff and teachers at the publie 
schools; communication via the telephone occurs on an almost daily basis. Formally 
scheduled meetings are held on a quarterly basis between program staff and teachers. 
When a client is perceived to be experienCing considerable academic difficulty at 
school, he may receive individual tutoring from staff members at the home. 

Progress through the program is measured by successfully meeting the goals 
stated in. the service plan. Every month a case conference is held regarding the 
progress of the Client; this meeting regularly involves the houseparents and a 
representative of the referring agency. Upon completion of all objectives, clients are 
graduated from the program. 

Negative behaviors on the part of clients are responded to in a graduated fashion. 
For minor violations .of rules, houseparents simply reprimand the youth. If a more 
serious act occurs, the executive director of PORT intercedes with the transgressor 
and tries to resolVe the problem. When a totally unacceptable situation arises, the 
staff terminates the youth's partiCipation in the program and returns him to the 
original referral source. 

In those situations where clients are disruptive and staff want to exercise 
negative sanctions on this behavior' but do not want to expel these youths from the 
program, PORT's Correctional Center is used as a backup resource. Tighter controls 
and closer supervision can be imposed in that setting. Youths with continUing 
adjustment problems and known acts of illegal behavior are placed in the center. They 
can remain there only for periods of time less than four weeks in duration and then 
must be reintegrated into the Boys' Group Home or terminated from the program. 

, ___ --i~_~_~ ______ _ 
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The program does not assume responsibility for provi?ing any. foll;>w:-up or 
aftercare for the provision of services. But, as part of graduatIon plan?mg, mdlv~dual 
clients may be referred to other community agencies for counseling, vocatIOnal 
training, and job placement. Attempts are made, however, to follow up graduates ~or 
the purposes of evaluation. This procedure is handled informally throu~h contacts. wIth 
parents probation officers, and social service workers who have a basIs for continued 
contact with clients after graduation. Those clients who h~ve been re~erred by the 
courts and are subject to the conditions of the CommunIty Corrections Act are 
followed by a computerized tracking system. 

~taffing Patter~ 

Th~1 full-time staff for the Boys' Group Home consists only o~ the two 
houseparents. In PORT's table of organization they are referr~d to as cO~Irectors. of 
the group home. These individuals are assisted on a regula~ ?asiS by PORT s executive 
director who assumes various counseling duties. In addItIon, the houseparents are 
relieved' from their regular tasks by another married couple who ~anage the home on 
alternating weekends and one evening per week. Th~y also substitute for the regular 
houseparents during vacations. Typing and bookkeepmg needs are me.t by a secretary 
and office manager who are employed to ~ork full time at the Correctional Center and 
extend their services on an as-needed basIs to the group home. 

Other than the executive director who has five years of preyious experienc~ in 
working with delinquent youths, the remainder of the staff ha~ vIrtually no prevI~us 
experience in working with this kind of population. Educationally, t}le ~xecutIve 
director had a Bachelor's degree; one of the hOUE'leparents had an AssocIate s degree, 
and the other had a high school diploma. 

At present, this staff is augmented by two volunte~r~ who tuto~ the residen.ts and 
also lend a hand in recreational activities such as fIshmg, campmg, ~nd gomg to 
movies. These volunteers are young adult males w~o are th(~mselves resIden~ of the 
Correctional Center and are pro'"iding these . serVIces as part of a court-Imposed 
restitution order. 

In part, the small size of the staff reflects a ~heoreti('~al commitment on t}le pa~t 
of POR'!' to a particular notion of what a communlty-based pr~ram shoul~ strIve fo~. 
The central issue is that such a program must be charfLcterlzed by a. hIgh level of 
interaction with the community in which it is located. Efforts should constantly be 
made to enco1Jrage clients to locate available local services such as ?l~1!~al health 
centers and drug treatment/education programs. One of the key responsIbIlIties of the 
staff is to help link the residents into these outside resources. 

5. Vindicate Society 

Origins and History 

Vindicate Society is a residential program for delinquen~ .you~hs, loc~ted in 
downtown Newark and designed to provide a wide range of rehabIlItative servIces for 

-----------------------~----------------------~=---=----------------------.-----------
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serious juvenile offenders drawn primarily from the inner city. The founder of the 
program, Benjamin Amos, began to dra.w together the va.rious elements for the 
program in 1971 while working with delinquent youths in an inner-city housing project 
in Newark. He operated this precursor to the present program from a tenants' 
association room in the projects for almost two years without funding. Previously, he 
had been employed as an outreach worker by the YMCA in the inner city of Newark 
but had left that job in order to pursue his own ideas about the best way of impacting 
this difficult teenage population. As he pointed out, during the early 1970s very few 
programs existed in the inner city of Newark to provide treatment for those delinquent 
youths being committed in large numbers to secure correctional facilities. 

The program was officially launched in 1973 during the Nixon Administration 
when Mr. Amos obtained an LEAA grant for $500,000 under the auspices of the High 
Impact Anti-Crime Legislation. Shortly thereafter, Vindicate Society was incorpo­
rated as a private, nonprofit corporation, and $140,000 of the seed money was used to 
purchase a building to house the program. In the first of many difficulties to befall the 
program, irresolvable problems arose concerning the rehabilitation of the buiiding, and 
Mr. Amos was forced to move the operation into a YMCA facility in June of 1974 
where it remained until March of 1978. At that time the program moved to its present. 
location in downtown Newark. 

By 1976, LEAA funding had been exhausted, and financial support for subsequent 
program efforts was obtained from the State Division of Youth and Family Services 
(DYFS). In part, the reason why additional funding from subsequent, federal anticrime 
initiatives was not available to the program was organizational conflict. Vindicate 
Society had engaged in a series of disputes with the Newark Office of Criminal Justice 
Planning, which was responsible for channeling LEAA monies into local projects. 
Ironically, this agency had been crucial in helping Mr. Amos to develop the proposal for 
the initial High Impact Anti-Crime funding* 

The funds obtained from the Division of youth and Family Services did, however, 
allow the program to continue without any cutbacks in services. From a total budget 
of $530,000 in 1979, DYFS provided the bulk of funding, $480,000. Additional funding 
sources included small private foundations such as the Florence and John Shuman 
Foundation, the Victoria Foundation, the Terrell Fund, and the Lillia Babbit 
Foundation, which collectively provided a total of $20,000. The Essex Co\mty Board of 
Education supplied $30,000 to reimbul'se for the cost of meals served to clients of the 
program. 

The cost of maintaining a client in Vindicate Society is approximately $30 per 
day. 

Point of Intervention 

Vindicate Society was created to provide a community-based, residential 
alternative to incarceration for juveniles adjudicated for serious offenses or for 
juveniles awaiting disposition who have been charged with serious offenses. With only 
a few exceptions, youths entering the program are placed there as a result of a court 
order and are on probationary status. 
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The vast majority of referrals are youths wh? have been adjudic~te? delinqu?nt, 
placed on a suspended commitment status by the Judge, and sent to Vmdicate SOcIety 
in lieu of incarceration. A small number of youths in the program have been referred 
to the juvenile court charged with status offenses and ha.ve ~ee~ adjudic~ted as JINS 
(Juvenile in Need of Supervision) cases. They are placed m Vmdicate SocIety because 
they lack a satisfactory home setting to which to .return. and in :nost ins~anc?~ have 
had extensive contact with law-enforcement agencIes. GIven theIr past hIstorIes, the 
court has decided that they need close supervision. An equally small number of 
referrals to the program are parolees for the youth correctional servi~es. As part of 
their parole planning, offici~ decided that these youths would be~eflt from a more 
gradual reintegration into the community. These parole.es are ~till legally under a 
commitment status to the State Department of Corrections. Fmally, a very small 
number of youths are referred directly from the community by their parents, schools, 
and welfare workers. These referrals must be engaging in misbehavior of a sufficiently 
severe nature to warrant their placement in residential treatment facilities. When 
such youths are referred to Vindicate Society, they must first be directed t~ the 
juvenile court where they are placed on a conditional probationary status. They wIll be 
released from this status if they successfully complete the program. 

Without exception, all youths entering the program fall under the custo9ianship 
of the Division of Youth and Family Services, the state agency responSIble fOi' 
administering child welfare. Most youths who are referred are 8lready unde.r the 
auspices of this agency. In those instances where this is not th.e c~e, at the pomt of 
court adjudication these youths are placed under the custodIanshIp of DY!S as a 
precondition for placement in Vindieate Society. This step is manda~ory smce the 
program relies almost entirely on DYFS funds and can only accept clients who are 
legally tied to DYFS. 

Referral Criteria 

The formal catchment area fOl' Vindicate Society is the entire state of New 
Jersey, but the program has employee a referral formula calling for a geographical mix 
of clients consisting of 57 percent from Newark, 23 percent from, ~~ewhere in Ess~x 
County, and 20 percent from elsewhere in New Je~sey. Although mI~Ially reflected m 
referral patterns, these percentages have not contmued to characterIze the geo~raph­
ical distribution of clients because the anticipated sca!e of referrals from particular 
sources has changed drastically. In the past the Juvenile. Court of Essex County. made 
numerous referrals to the program as did the Newark offIce of DYFS. The eruption of 
rather intense disputes over the use of "boxing therapy" (discussed in some detail later 
in Program Services) and a variety of other disagreements about proced~~s and 
treatment approaches have led to a virtual halt in Essex County referrals; thIS IS true 
of referrals from both the juvenile court and the local offices of DYFS. At present, 
the vast majority of youths in the program are coming from outside Essex County ~d 
are court-ordered youths under the jurisdiction of DYFS. Other youths wh~ are b:mg 
referred to the program by courts outside Essex County are charged WIth serIOUS 
offenses and awaiting court disposition. 

The guidelines stated by Vindicate Society as constituting appropriate grounds 
for referral are: (1) males between the ages of 15 and 18 years and (2) youths who 
have committed stranger-to-stranger offenses such as homicide, rape, armed robbery, 
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atrocious assault and battery, or breaking and entering. Program staff repeatedly 
stated to us that they were best prepared to work with youths who were chronic 
offenders and had a history of predatory street crime. The program consistently 
refuses to accept two types of offenders: youths having been charged with homosexual 
acts (other kinds of sexual offenses being acceptable as long as heterosexual in nature) 
and youths having a history of arson. Obviously, these guidelines are not stringently 
followed since JINS (Juvenile in Need of Supervision) cases are accepted by the 
program as are community referrals which do not necessarily exhibit the kind of 
serious changes typical of stranger-to-stranger offenses. 

The executive director stated that only about 10 percent of all referrals are 
inappropriate. Reasons for inappropriateness include potential clients' being too young 
and/or being referred only for status offenses. It should be noted, however, that 
increasing numbers of status offenders are being accepted since some of the previous, 
important referral sources have ceased sending YOUt."lS to the program. 

Screening candidates for the program is the responsibility of an admission team 
composed of the program's only social worker and one counselor in training (CIT). 
CITs, who are junior staff members and former clients, are selected to assist the social 
worker in this task because of their street experience and ability to relate to potential 
clients' problems and outlook; they can also provide a unique perspective for new 
clients on the operation of the program. 

The admission team utilizes a standardized form to collect information. Once 
the potential client has been interviewed and his records have been reviewed, the 
social worker with input from the CIT makes the final decision about whether or not to 
admit the youth into the program. If any unusual circumstances are un(;.)vered 
regarding the youth's behavior or past history, he will then be interviewed by the 
executi ve director before any decision is made. 

Usually a month to a month-and-a-half elapses between the time of referral and 
the actual admission decision. If the decision is made to accept a client, he is required 
to make another court appearance at which time the judge places him under a court 
order to enroll in Vindicate Society. At the point of admission, a new client is assigned 
to one of three possible groups: passive, aggressive, or mixed. These groups 
supposedly reflect the behavioral profiles of all entering youths. The mixed group is 
designated for those individuals falling between the passive and aggressive extremes. 

Vindicate Society does not utilize individualized service plans. Each client 
undergoes essentially the same treatment. The refusal to adapt treatment to the 
needs of the individual client has led to a certain amount of criticism on the part of 
the Newark Criminal Justice Planning Agency and the Division of Youth and Family 
Services. Both agencies argue that serious juvenile offenders adjudicated for major 
crimes against property and persons probably do not require the same kind of services 
as do these status offenders who are also participating in the program. 

Client Profiles 
",to' 

As a community-based, residential program, Vindicate Society serves an 
unusually large number of clients at anyone time. Licensed to provide beds for forty­
five residents, the program is budgeted at present to house forty youths. At the time 
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of our site visit, the program had forty youths in residence. Thirty-six of these clients 
were black, three were white, and one was Hispanic. Ages ranged from 14 to 17 years 
with the average age being 16 years. 

We were able to obtain details about referring offenses for only the eighteen 
most serious offenders in the program. Of these eighteen seriously delinquent youths, 
four had been referred for armed robbery, six for breaking and entering, two for 
possession of a dangerous weapon, one for manslaughter, one for possession of stolen 
property, one for sexual assault, one for purse snatching, one for robbery, and one ~or 
violation of probation involving an original charge of assault and battery on a police 
officer. Due to the unavailability of official records, we were unable to reconstruct 
the arrest histories of these individuals. 

The executive director stated that about 60 percent of clients in the program 
could be classified as serious offenders with a history of involvement in index crimes 
against persons or in breaking and entering. The other 40 percent had been charged 
with lesser property crimes or were JINS cases. This breakdown of offenses is 
supposedly a fairly typical representation in the program over the past several years. 
Prior to that time when more Newark referrals were being made, the client population 
was more seriously delinquent. Although legislation for the transfer of larger numbers 
of juvenile offenders to adult jurisdiction had been enacted within the ~ast s.everal 
years, up to this point it had had a minimal impact on the referral of Juvemles ~o 
alternative programs such as Vindicate Society. The primary reason for any changes m 
referral patterns has been the result of interorganizational conflict. 

Program Services 

Vindicate Society is perceived by its staff members as a therapeutic community 
utilizing a synan on-style approach for inducing collective change. The individual is 
viewed less as the focus of concern than is the group. The program demands that the 
sources of referral agree to a placement for a minimum of eighteen months. In 
justifying this lengthy placement, the executive director argues that this length of 
time is necessary to begin to bring about the desired kinds of changes in behavior and 
outlook for the delinquent population served by the program. In many cases clients 
seem never to leave the program and frequently become members of the staff. The 
time requirement has generated considerable opposition on the part of many referring 
agencies which state, among other things, that eighteen months is a much longer 
commitment of time than is demanded of youths who are sent to any of the state1g 
juvenile correctional facilities. 

Principal programmatic components in Vindicate Society include counseling of 
various types, educational and vocational training, and recreational activity. The 
executive director emphasized that the essence of the program is the practice of "time 
framing" where a tightly scheduled series of activities is used to fill each day. The 
assumption used to justify this practice is the notion that delinquent youths are 
especially prone to get into more trouble if they are allowed to have lots of spare 
time. Another pervasive feature of the program is the emphasis placed on the value of 
providing positive role models. The underlying belief is that long-term, positive 
change can best be facilitated by meaningful and intense contact with staff members 
whose past expel'iences closely resemble those of the clients. 
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For purposes of counseling, each client upon entrance into the program is 
assigned both an individual and a group counselor. These counselors will continue to 
work with the youth throughout his stay at Vindicate Society. Individual counseling 
usually involves informal verbal exchanges between the client and his counselor. This 
kind of interaction is quite casual and can occur anywhere inside or outside the 
facility. For example, several staff members pointed out that a good place for 
individual counseling to be transacted is the sauna where open, relaxed conversation is 
liI{ely to occur. Individual counseling occurs on a daily basis and involves all clients in 
the program. CITs play an important supportive role in this aspect of the program by 
spending lots of their time simply rapping with clients, especially those who are having 
obvious difficulty in adjusting to the program. 

Group counseling is also a mandatory component in the program. All residents 
who are either in the intake or advanced phase of the program (to be discussed later in 
this section) are required to participate in group sessions three times per week. The 
intake and advanced clients have their own groups which are further divided into three 
subgroups on the basis of the youths' behaviors and personality profiles. A mixture of 
guided group "confrontation" and positive peer culture is utilized in these sessions. 
The intake groups meet on Monday and Wednesday evenings; the advanced groups meet 
on Tuesday and Thursday evenings. 

These meetings are supervised by ~taff members who serve as group leaders for 
the sessions. Sometimes. the sessions will only entail discussion of the routine 
activities of the past several days or even trivial matters of less immediate concern. 
However, the heart of most group sessions is the exploration of serious problems which 
have been brought to the attention of staff members. Often, issues are brought to the 
attention of the group through the submission of complaint slips filled out by individual 
clients. In these sessions the points of view of all concerned parties are entertained. 
If one participant is clearly the focus of a particular problem, he is placed in the 
center of the room where he must respond to comments from all of his peers. Matters 
brought up in these sessions are not discussed outside the setting of the group meeting. 

On Friday evenings a general house meeting is held which is attended by all 
residents and staff members. Here, matters of concern for everyone participating in 
the program are brought up for discussion. 

Family counseling or therapy is not pursued in this program. Instead, special 
emphasis is placed on preparing clients for independent living. Although some youths 
return to live with their parents, the majority are prepared for living el'3ewhere. The 
argument was presented to us by the executive director that in most cases the home 
environments from which these youths corne are so chaotic and disrupted that a return 
there after completing the program would only contribute to a reversion back to past, 
negative behaviors. The major consequence of this outlook is that family counseling is 
not practiced in the program. The program st9.ff feels that 'such contact is the 
responsibility of the Division of Youth and Family Services. 

Educational activities play a central role in the program. Upon entering 
Vindicate So<!iety, all clients are required to take the California Test of Adult Basic 
Education (TABE). If the TABE score is at the seventh grade level or higher, the client 
is placed in a regular high school; if the score is at fifth or sixth grade level, the client 
is placed in a General Equivalency Diploma (GED) program in the Newark school 
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system; if the score is below the fifth grade level, the clie.nt is placed either in a 
remedial program consisting of Adult Basic Education classes In the Newar~ schools or 
in the Vindicate "minilab." The minilab operates at the program and IS run by a 
remediation teaching specialist who is drawn from tht"> Adult Education Department of 
the Newark Board of Education. This teacher is paid by the Newark Board of 
Education and works at Vindicate Society three days per week for approximately two 
hours per day. 

The program maintains cl<)se contact with the high school in the local 
community. A substantial number of clients are enrolled there. These students ~re 
required to obtain the signature of their teachers at the condusion of each class perIod 
and return these slips to their counselors each day. 

The vast majority of clients in the program are also involved in vocational 
activities. The amount of time spent by clients in work settings varies from two hours 
to a full day although the usual work schedule is no more than a half day or twenty 
hours per week. Usually, those clients who work the most hours per week still attend 
school for the remaining half day each day. 

Considerable emphasis is placed on physical fitness and sports. Several rooms at 
the facility have been specially equipped for recreational acUvities. These include the 
weight-lifting room and the mat room which is used for wrestling and gynmasti?s. A 
recreational specialist who is an assistant coach at the local high school coordmates 
these activities. All clients are required to participate in some form of physical 
activity. In addition, Vindicate Society fields a regular basketball team which 
competes against teams from other youth programs and agencies. A number of clients 
are members of sports teams at the local public high schooL 

Progress through the program is marked by movement through a graduated series 
of counseling groups. Youths entering the program are placed in the intake unit where 
they remain until being promoted into the advanced unit. Participation in the first 
stage lasts at least six months, aY'J.d completion generally. ta.kes most clients betw~en 
seven and eight months. Movement into the advanced umt IS based on demonstration 
of the youth's having made significant progress in his educational goals, employme~t 
situation, and behavioral adjustment. More privileges are extended to members of thIS 
group such as later curfew, more free time, and greater leeway in .dress. ~ventu~ly, 
clients are moved into the advanced-advanced group whose purpose IS the remtegratIon 
of youths into the community. Much less participation in counseling is demanded from 
members of this group. They participate in group sessions only about once ?er month 
and have individual counseling sessions about once per week. The regular FrIday house 
meeting is totally voluntary for this group. Advan<:ed-advanced client~ ~re allowed. to 
visit their homes whenever they want and can SIgn out of the faCIlIty for entire 
weekends. 

For responding to negative and disruptive behavior, Vindicate Society relies on 
occasion on its most controversial interventive technique, "Amosian or boxing 
therapy." Labeled "Amosian therapy" by the program's executive director, Benjamin 
Amos, boxing is used as an adjunct to regular counseling when a client resorts to 
aggressive, acting-out behavior, has committed other flagrant violations of house 
rules, or wants to resolve .& major Jf.lisagreement with another client if the problem 
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cannot be resolved through standard counseling procedures; this action requires mutual 
consent of both participating parties. 

Staff members claimed that boxing therapy is used only with approximately 
20 percent of the youths in the program. The violator is required to box a series of 
one-minute rounds with other youths approximately the same age and size t('om the 
program. Only staff members and clients are allowed to attend these sessions. Other 
organizational actors in the juvenile justice arena in New Jersey, especially those 
referring clients to Vindicate Society, have taken a dim view of this practice. For 
example, the Newark office of DYFS was convinced that boxing was being used as cor­
porate punishment, not as therapy, and that it perpetuated violence as a legitimate 
way of dealing with problems. In addition, these critics claim that boxing was a 
compulsory activity and not voluntary as claimed by the program's executive director. 

Short of resorting to boxing, the program employs a set of sanctions which 
increase in severity according to type and degree of misbehavior. Clients may be 
given writing assignments, placed on work details in the facility, restricted to the 
building, restricted to their rooms, and denied home visits. 

If some difficulty arises, there is a common, unwritten understanding that the 
executive director is available at any time to hear complaints. The other acceptable 
route for pursuing a grievance is to fill out a write-out slip which will be discus~ed at 
the weekly group session. Usually, if a client has a complaint about another reSIdent, 
he is advised to use this latter method. Complaints carried to the executive director 
involve either difficulties with staff members or with program policies and procedures. 

There is no formal system for rewarding cooperative or desired behavior. Verbal 
acknowledgment by staff members is a common practice for positive behavior. 
Promotion to the advanced and advanced-advanced groups constitutes the major 
formal mechanism for responding to client cooperation and positive behavior. 

No formal procedures for providing follow-up or aftercare either for continuing 
services to ex-clients or for the purposes of evaluation exist in Vindicate Society. Ex­
clients do come back to the facility to participate in various activities, but this 
continuing contact is initiated solely by the former clients. 

Staffing Patterns 

The program staff consists of an executive director, a project director, B: head of 
educational activities, a head counselor, an intake/social worker, two therapIsts, one 
therapist in training, two residential counselors, and four counselors in training. .Most 
of this staff are former clients. Considerable emphasis is placed on stre9t ~xperlence 
and sharing a common background with clients. A clear tendency exists for bringing 
staff up through the ranks from the role of client into regular staff positions. There is 
almost a complete reliance upon paraprofessional skills and a marked distrust for 
professionals who have been trained L'1 a traditional, academic setting. However, 
several staff members such as the project director (a Master's degree in education), 
the head of educational activities (a Bachelor's degree in sociology), the intake/social 
worker (a Master's degree in social work), and the recreational specialist (a Bachelor'S 
degree) possess college degrees. 
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At the time of our site visit the program was not utilizing any volunteers. 
Although they had used some volunteers in the past, the executive diret~tor argued that 
they tended not to be reliable, required too much ti me to train, were simply not 
accountable for their actions, and tended to be manipulated by the more aggressive 
youths in the program. 

Nonresidential Programs 

6. Copger Mountain Mental Health Adolescent Day Center 

Origins and History 

Copper Mountain Mental Health Adolescent Day Treatment Center is located in 
Murray, Utah, a small town slightly south of Salt Lake City. The program's emergence 
closely parallels tha.t of Esperanza Para Manana which also arose in response to the 
efforts of the Community Alternatives for Troubled Youth Committee (CATY) to 
create a network of alternative programs for delinquent youngsters. 

The call for a broad-based community program using as many existing public a..lld 
private resources as possible was met by a proposal submitted jointly by Copper 
Mountain Mental Health, Odyssey House, and the YMCA of Utah. 

The proposal called for Copper Mountain to subcontract with Odyssey House for 
the provision of the educational and tracking components and with the YMCA for 
recreation. Copper Mountain's role included hiring, shared training, administrative 
supervision, and staff eValuation. Copper Mountain Mental Healt~ '--'uid illso take 
responsibility for providing psychological/psychiatric services. L ~ments were 
also made for the County Youth Services Center to fund a tracking f: isor position. 
Two explanations were offered in the project proposal for the joint eJ... and subcon­
tracting arrangement: there was no need to duplicate already existing ~~~;;lces, and 
through subcontracting the services could be delivered more cheaply by virtue of 
maximally capitalizing on existing agencies' fixed costs, trained staff, and proven 
expertise. 

Copper Mountain Mental Health Center falls 1.1l'1der the authority of the County 
Department of Social Services. The Copper Mountain area includes the southern third 
of Salt Lake County plus part of the Salt Lake County Mental Health System (Tooele 
County). The program is itself situated in a professional building in a neighborhood 
filled with businesses and a few personal residences. The program began as one of the 
CATY pilot projects in January of 1978, but shortly before our arrival the Division of 
Family Services announced that the program would not be refunded. This decision by 
the Youth Corrections Office was made primarily on the basis of financial constraints, 
priorities accorded residential placements, and ironically, a concern about duplication 
of services. The duplication issue largely grew out of the fact that Copper Mountain 
was being used as an alternative school by other provider programs. 

The annual program costs were about $210,000, and the per diem cost was 
approximately $32 a student. Youth Corrections, through the mechanism of CATY, 
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provided almost 80 percent of total funding. County Mental Health contributed about 
5 percent, a.nd the Board of Education covered the remaining costs through funds for 
education channeled to Odyssey House. 

Point of Intervention 

As in the case of Esperanza Para Manana, there are a number of possible entry 
points. These include referral by the Youth Development Center (YDC) through the 
Division of Family Services and referral as a function of aftercare and probation. As 
noted above, placement could also occur as a supplementary service to a referral to 
another program. In these cases, admission to Copper Mountain would be part of 
another placement's treatment plan for the attainment of particular goals, e.g., 
education, counseling, or recreation. 

Depending on their point of entry, adjudicated youngsters are admitted on the 
basis of a YDC suspended commitment, a YDC stayed commitment, a subsequent 
disposition following a short-term commitment for observation, a parole/aftercare 
status following regular (long-term) commitment, and probation supervision. Approxi­
mately 60 percent of Copper Mountain clients had been in YDC prior to their referral 
to the program. The second judicial district's (including the most heavily populated 
region in the state) predispositional screening team was actively engaged in making 
recommendations to the judge about potential candidates for Copper Mountain. The 
legal implications of each of the referring statuses are briefly discussed in the "Point 
of Intervention" section of Esperanza Para Manana. 

Referral Criteria 

While the day treatment program is available to all seriously delinquent youth in 
Utah, it mainly serves youth residing in Salt Lake County, especially those living in the 
Murray and Jordon school districts. Youths whose homes are located elsewhere in the 
state might reside in various foster or group homes providing reasonable access to 
Copper Mountain. 

Both male and female youngsters between the ages of 13 and 18 years are 
eligible to participate. They must not be actively psychotic or overtly suicidal; they 
cannot be presently violent or dangerous to the community as determined by present 
institutional behavior or a history of violent crimes; they cannot be chronically 
physically ill or severely handicapped; they must be able to get to and from the 
program by themselves. The final admission decision is made by the unit director with 
recommendations from the staff. In over two years of operation, only four eligible 
students were found unsuitable f('lr participation. Following admission, clients undergo 
a two-week trial period. 

Client Profiles 

The program's ma.ximum capaCity is seventeen clients. The number of females 
has never exceeded three at anyone point in time. At the time of our visit, fourteen 
clients were ~~:dicipating although three were on track-only status and one was 
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A WOL. Twelve were white; two were Hispanic. There was only one female client. 
The average age was 16.3 years, reflecting a range from 14 to 18 years old. 

We were W1able to obtain either a breakdown of presenting offenses or arrest 
histories for these youths. A final eValuation report covering the period from January 
to June of 1978 indicated, however, that Copper Mountain youth were the most 
severely delinquent of any of the seven CA'I'Y alternative p;ograms exam~ed. This 
conclusion was based on the severity of youth offenses prIor to and durmg CATY 
enrollment and on the number of felonies committed prior to and during CATY 
enrollment. 

Another eValuation covering the period from July to September of 1979 indicated 
that prior to enrollment in the program 48 percent of Copper Mount~in's clients had 
been adjudicated for offenses including trespassing, burglary of a vehIcle, damage by 
arson, receiving stolen property, theft under $100, joyriding, passing a bad check, 
destruction of property, public intoxication, contempt of court,. and escape from 
custody. An additional 29 percent of the clients had been adjudicated for burglary, 
theft, shoplifting, and forgery. The eValuation also points out that. considering oz:tlY 
those adjudications occurring closest to the enrollment date, one observes that f~I0z:tIes 
against property were most prevalent (53 percent) in comparison to le~ser crimmal 
offenses (31 percent). This offense profile for Copper Mountain does not vary greatly 
from that of YDC, especially since the more serious delinqu~nt acts in Utah tend to be 
felonies against property and not life-endangering felonies against persons. 

Program Services 

The average length of enrollment is approximately one year although some 
youngsters have been attending Copper Mounta~ for as long, as eighte~n months. !he 
program has four principal components: educatIon, counseling, organIzed recreation, 
and tracking. All youths are expected to participate in each component although the 
degree of compliance varies somewhat from client to client. 

The usual day lasts for six hours, extending from 9:00 a.m. to 3:00 p.m. School is 
generally held during the morning hovrs. The California Achievement Test is used to 
determine grade level" based upon the results of this test, an educational contract is 
individually formulated for each youth. Students are involved in setting specific g~als 
and then in working initially with teaching ,machines in the areas of :eadmg, spc:llmg, 
language arts, mathematics, science, and hIstOry., Gradually, ther,e IS a transItion to 
textbooks. But the use of machines at the early stages of instructIon appears to have 
an appeal as a novelty and in their similarity to television. 

These machines seem to lessen the competitive edge often found in group 
educational experiences. The machine's immediate correction ,of mistakes ,and 
indication of correct answers provides feedback and reinforcement WIthout the anXIety 
provoked by potential classmate reaction. This educational method provides a 
nonthreatening and highly positive learning environment. 

Group classes are held for subjects such as social studies, physical education, and 
health. The educational component of the program involves a he/ad teacher and three 
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aides who are available at all times to supervise students in the use of machines and to 
test regularly for individual progress. Odyssey House provides an educational 
consultant who hires and trains the teachers and also conducts some student testing. 

The counseling ~omponent includes individual, group, and family work. A chief 
counselor and two psychological interns are utilized for these tasks. At times, the unit 
director and the tracking supervisor also carry small caseloads. In addition, the 
tracker/advocates perform a counseling, advisory role for their assigned students. 
Although trackers are assigned immediately, usually several days elapse before a 
counselor-student match is made. This delay provides time to assess each youth. Once 
a counselor is assigned, this person has the responsibility to formulate, implement~ and 
coordinate all aspects of the client's program. This task includes the careful 
specification of measurable goals and time frames for client progression through the 
program. In addition, prescribed Copper Mountain Mental Health procedures must be 
followed in dealing with the client. 

Individual counseling sessions generally occur at least twice a week; techniques 
tend to be eclectic. General goals of the sessions include building rapport, addressing 
behavior and consequences, working to establish credible adult role models, and dealing 
with new problems as they arise. The amount of time a counselor might spend in an 
individual session with a student might vary from as little as an hour per week to as 
much as a half hour per day. 

A community group meeting attended by both staff and students is held about 
four times per week. Although the meeting varies in content, it is generally held for 
the purposes of disseminating basic program information, engaging emerging problems, 
and promoting the exchange of ideas. On Thursdays, the group meeting is used to rate 
each student on a five-point scale based on possible improvement in five categories: 
counseling, recreation, school, tracking, and responsibility (referring to a student's 
regard for others and self). The criteria used for assigning points are effort and 
participation. Each student can respond to comments made about him by staff. Other 
students are also urged to voice their opinions about the comments. A staff vote is 
taken at the end of each discussion, and points are assigned. Five points awarded for 
excellent school performance for an entire week results in a day off from the required 
school work. Weekly totals of sixteen points or above earn a soft drink, twenty points 
or above earn a soft drink and a candy bar; and a monthly total of seventy-five points 
or above is rewarded with a dinner. 

Family counseling is available in the program and is handled by the counseling 
staff. Trackers tend to have the most frequent contact with families, but this 
interaction can hardly be characterized as counseling. Family work initiated by 
counselors usually involves only a few families. This contact is mostly voluntary 
although there have been instances of court-ordered involvement. 

The trackers and tracking supervisor are responsible for this aspect of the 
program. At least one outside contact a day between tracker and client is required. 
This contact need not be face-to-face. However, one personal activity per week 
involving tracker and client is expected to take place. Out of this regular, personal 
contact, the hope is to develop a continuing relationship between the trackers and all 
of their clients. Designed both for monitoring and support purposes, tracking includes 
intervening in crisis situations on a twenty-four-hour-per-day basis, overseeing all 
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phases of the treatment contract, maintaining contact with families and other involved 
agencies, performing as a member of the treatment team, assisting youth in locating 
and utilizing valuable resources, and maintaining records for treatment contracts and 
for evaluation. 

After clients have completed the program, trackers continue to maintain contact 
in a track-only phase lasting approximately tl}ree months. The client may be proyided 
help in finding a job or getting into a school or training program. If the client's 
situation is fairly stable, only one or two phone calls per week may occur. If, on the 
other hand, difficulties arise, more frequent contact and weekly activities may be 
required. In the event of continuing problems, efforts can be made to bring the youth 
back into the program. 

The recreational component is an extremely important and critical facet in the 
overall design of the program. One day per week an all-day organized recreational 
activity (e.g., skiing, horseback riding, bicycling, rock climbing, hiking, handball, and 
hand gliding) takes place. A second half-day during the week is reserved for a YMCA 
activity. A third block of recreational time is also frequently made available. In 
addition, one long (four or five days in length), physical challenge trip per month (river 
runs, use of a YMCA facility for camping, the YMCA's National youth Program Using 
Honda Mini-bikes, and backpacking) is scheduled. 

This component of the program is supervised by a recreational director who has a 
great deal of work experience and background in sports and recreational activities. 
His approach is predicated on the premise that sport and recreational pursuits 
represent an acceptable and meaningful way to channel energy, vent frustration, 
provide excitement and exhilaration, enhance self-esteem, establish close personal 
rapport with one's peers and leaders, motivate and reward appropriate behaviors, 
discourage disruptive and uncooperative actions, and acquire skills and hobbies which 
may spark vocational interests and/or avocational pursuits. 

An example of this theory in operation is a 700-mile motorcycle trip taken 
recently by seven students in the program and the recreational director. Going on the 
trip required careful and detailed preparations which entailed assuming responsibility 
and engaging in collective planning. Skills had to be developed for map reading,. for 
administering elementary first aid, and for knowing how to respond to mechamcal 
breakdowns. While on the trip, students were forced to make important decisions, to 
think resourcefully, and to work cooperativel;,'. As a result of the duration and 
intensity of the trip, the recreational director had the opportunity to establish fairly 
close ties with the participants and to observe the behavior of these youngsters outside 
the usual setting. This experience was vliIuable not only in creating an important link 
between the recreational director and these students but also in serving as a basis for 
the recreational director to share new information with the rest of the staff. 

A team approach is central in this program's attempt to operate a comprehen­
sive, community-based, multidisciplinary service model. As argued in the project's 
proposal, great care must be taken not to overstructure daily activities. The 
availability of unstructured time allows both responsible and irresponsible behaviors 
not to become totally submerged in the overscheduling of activities in an excessively 
rigid program. As a result, irresponsible or inappropriate behavior at the facility can 
be observed and responded to by staff. Sanctions might include a verbal reprimand, 
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exclusion from recreation, work hours, being penalized on points, community meeting 
discussion about reasons for misbehavior and reasonable consequen,aes, short suspen­
sion, reporting to the probation officer, and expulsion. 

Staffing Patterns 

Copper Mountain has fourteen primary staff members and a tracking supervisor 
who is available to the program three-quarters time at no cost. Odyssey House was 
responsible for hiring, training, and supervising teachers although the day-to-day 
supervision of the teaching component belonged to the unit director. The County 
Youth Services Center supervises the tracking supervisor, who has responsibility for 
training, supervising, and evaluating the individual trackers. The recreational 
therapist is supervised by the unit director who forwards the eValuation of his 
performance to the YMCA. The counseling staff and the unit director were hired by 
Copper Mountain Mental Health. 

One possible drawback to this kind of segmented administrative structure is the 
danger of competing and confusing lines of authority. This can lead to a fragmentation 
of the goals being pursued by director and staff. As suggested by one staff member, 
the program is a place of many bosses; who has authority over whom can be, at times, 
in dispute. The point is that the unit director must be vested with final authority in 
order to provide coordination, central direc.tion, leadership, and day-to-day decision 
making necessary for program success. 

'rhe counseling staff consisted of two psyc-interns and a chief counselor. The 
two male interns possessed Master's degrees (one in clinical psychology and one in 
counseling); they had worked at the program for six and eight months respectively. 
The female chief counselor had a Bachelor's degree in sociology, a certificate in social 
welfare, and previous experience working with the juvenile justice system and offender 
populations. She had been with the program since !ts in.:;eption. 

The educational staff included an Odyssey House educational consultant who was 
available 20 percent of the time. She had a Bachelor's degree in psychology, extensive 
experience in educational and vocational program development, and a background in 
programmatic adaptations for therapeutic communities. She developed the educa­
tional component and was involved in staff selection and training. The head teacher 
had a Master's degree in special education. She had been with the program since its 
inception. The head teacher was assisted by three female teacher aides, two with 
Bachelor's degrees and one with an Associate's degree. They had worked at the 
program three, five, and nine months respectively. 

The tracking component had a staff of four led by a male supervisor with a 
Master's degree in educational psychology. He had been with the program ~ince its 
inception. Of the three trackers, one WBB a white female who had worked there from 
the outset; two were males, one Chicano with one and one-half years of service and 
one white with six months of service. The male recreational director had a Master's 
degree in recreational therapy and had been with the program since its inception. The 
unit director had a Master's degree in clinical psychology. He had worked at the 
program for two years during which time he had also serv{~d as a psyc-intern. 



q' 

I 
I 
I 
I 
1 
1 
f 

[1 

1 
1\ 

j 

-189-

7. Katahdin: A Workshop for Youth 

Origins and History 

Katahdin is a community-based, day-treatment program for serious ju:renile 
offenders in Minneapolis Minnesota. The program was incorporated as a prlva~e, 
nonprofit corporation in the fall of 1977, following a long period of program planmng 
and development. 

In the fall of 1975 five individuals who had worked as outreach wor~ers for 
various youth-serving aiencies such as the Minneapolis Boar? of .EducatIon,. the 
Hennepin County Juvenile Court, and the YMCA decided tha~ a discerr~Ible gap eXI~ted 
in the treatment continuum available from the courts. AvaIlable optIons at the time 
consisted mostly of intermittent counseling services and long-term, out-of-home 
placement. There were virtually no day-treatment programs for troubled adolescents 
in the Minneapolis area. 

Considerable interest had been generated for the use of community-based 
treatment of youthful offenders in Minnesota during the late. 19~Os .and ~e . early 
1970s. This concern with alternative care focused both on the demstItutIona~zatIon of 
juveniles from correctional facilities and the diversion of o~fenders from I!1ca~cera­
tion. The founding five of Katahdin already possessed conslde:able exper~lse In ~he 
field of youth welfare and were knowledgeable about the many pItfalls as~oClated with 
the traditional, secure care of troubled youths. In the. human . ser:rIce arena of 
Minneapolis they found a social environment ripe for experImentatIon m the area of 
alternative programming. Research and discussion about program develop~ent 
continued for over one and a half years. Monies for this planning effort were .obtamed 
from two local foundations, Enablers, Inc. and the Minneapolis E9ual OpportunIty Fund. 
Ultimately, the development of the model which became Katahdm d~p~nded more ;tpon 
existing day-treatment programs as a guide than upon any eXIstmg correctIonal 
programl;l. 

Funds for the implementation of Katahdin were granted in November of. 1977 .by 
the state of Minnesota's Crime Control Planning Board (Feder:al JJDPA Ill:0mes) WIth 
matching grants from the Dayton-Hudson and General ~Ills Fo~ndatIons. T~e 
program's first clients were accepted in May of 1~78. ThIS ~a~chm~ of Katahd~ 
coincided roughly with Hennepin County's becommg a partICIpant m the state s 
Community Corrections Act. 

The total operating budget in 1979 was $124,658 of which $118,334.was pro:rided 
by the Crime Control Planning Board. The Dayton-Hud~on FoundatIo~ fu:n~shed 
$5 500 and small private donations totaled $824. Average cost for mamtamlI~g a 
cli~nt in Katahdin amounted to $42 per day; this per d~em is estimated .on the baSIS of 
the program's having sixteen of its twenty client slots filled at anyone time. 

Point of Intervention 

Most youths entering this program have been adjudicated delinquent and are 
coming as juvenile court referrals. Of those originating from the courts, some were 
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given a "stayed commitment," placed on probation, and referred to Katahdin as an 
alternative to incarceration; others at the point of disposition were placed on standard 
probation alld referred to the program by their probation officers. A smaller number 
of youths enter the program after having been committed to the Department of 
Corrections, having spent time in a juvenile correctional facility, and having been 
placed in the program as part of their parole planning and reintegrative process into 
the community. 

In rare situations a parent, a school official, or a youth already in the program 
will refer a potential client to Katahdin. These referrals tend to be voluntary since 
with most of these youths court contact has not occurred and consequently the 
referrals are not court or'dered. If not accepted by this program, a substantial number 
of these voluntary referrals are placed in residential treatment centers elsewhere in 
the Hennepin County area. In a similar fashion, a small number of referrals are 
channeled to the program by caseworkers with the Hennepin County Department of 
Public Welfare when youths under their jurisdiction are clearly in need of tighter 
control and more intense treatment. With respect to the nature of their misbehavior, 
these potential clients must meet the program's intake criteria. In addition, they can 
come to the program either as voluntary cases or as court referrals. 

Referral Criteria 

The formal catchment area for Katahdin is the entirety of Hennepin County. 
However, only in a few cases are participants in the program drawn from outside the 
city limits of Minneapolis. Furthermore, most clients actually come from inner-city 
neighborhoods on the near south side and north side ai-eas of the city; these are largely 
working-class or economically deprived communities. 

The set of intake criteria specified by Katahdin is rather lengthy and includes: 
(1) a male or female between 14 and 18 years old, (2) a resident of Hennepin County, 
(3) conviction (adjudicated) for three separate offenses or having had a prior placement 
in a residential faCility, (4) obtaining family support for placement at Katahdin, the 
parents' agreement to allow him/her to reside in their home while active in the 
program, and parental willingness to participate in family therapy, (5) having an 
expressed willingness to change his/her past criminal behavior, (6) willingness to 
continue his/her education, and (7) not being chemically dependent. 

Katahdin was unique among the programs we visited in regard to the careful 
scrutiny given to potential clients and the tendency to reject large numbers of 
referrals. For example, during a period between January and March of 1980, out of a 
total of fifteen youths who were formally referred to Katahdin, only eight candidates 
were actually accepted into the program. Similarly, for' the calendar year of 1979, 
Katahdin accepted only about 50 percent of all referrals. Staff members pointed out 
that numerous reasons could be cited why inappropriate referrals are made to the 
program. Frequently, referrals simply do not meet the stipulated intake criteria. In 
other cases, the youths are either severely emotionally di51turbed or are chemically 
dependent. Another major obstacle is that many referrals do not have viable family 
settings in which they can remain while participating in the pr<)gram. 
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Katahdin has developed a rather complex set of admission procedures entailing a 
number of separate steps and a variety of review and assessment processes. At the 
initial point in the referral process, a brief interview is held by the program's 
executive director with a representative of the referring agency in order to identify 
the major issues and problems concerning the potential client. This screening 
interview is held for the purpose of helping to determine in a preliminary fashion the 
appropriateness of the youth for the program. If this meeting is ::latisfactory, a staff 
member-whoever has available time-will examine the youth's case records to see if 
the candidate meets all of the intake criteria. If the results of this inquiry are 
positive, an interview is arranged for the youth to meet with the director of counseling 
who will decide upon the basis of this meeting whether or not a final admissions 
interview should be scheduled. 

If the potential client clears all of these hurdles, a final interview is held at the 
program to make a final evaluation of appropriateness for placement and to 
familiarize the youth with program rules and procedures. The interview is conducted 
by an intake team composed of two staff members and one program participant. A 
majority vote of this team can tentatively admit the candidate to the program. 
However, before final approval is given, an important meeting with tne parents must 
take place. This interview is crucial since the staff of Katahdin, which is 
nonresidential, must be certain that excellent communication can be established with 
the family, that the youth will be able to reside at home without severe disruptions, 
and that the family will agree to participate in family counseling on a regular basis. 
Again, the interview team by majority vote can either approve or reject the 
candidate's admission on the basis of this interview with his/her parents. 

If finally accepted, a client spends his/her first week in the program becoming 
familiar with the details of daily life at Katahdin. During this week a battery of tests 
are administered, such as the Jesness Inventory and the Stanford Achievement Test. In 
addition, court, school, medical, and psychological records are collected. If requi.red, 
various assessments including medical, psychological, and chemical dependency are 
also initiated. At the end of the one-week orientation period, the entire program 
staff, all of the program participants, the youth's family, and a representative of the 
referring agency convene at the facility to review the appropriateness of the youth for 
further participation in Katahdin. If fully accepted into the program, the client is 
placed on a three-week probationary status. At the end of this period, a probation 
review is held by the staff, and if no problems have arisen, the youth is promoted to 
regular client status. One month after the probation review a case conference is held 
to evaluate the progress of the client. This case conference is subsequently convened 
on a monthly basis for the duration of the youth's participation in the program. 

Client Profiles 

The maximum number of clients allowed to participate in Katahdin at anyone 
point in time is twenty although the executive director points out that once the 
program begins to provide services for more than fifteen clients management becomes 
rather difficult given the relatively small size of the full-time staff. At the time of 
our site visit, thirteen youths were enrolled in the program. This group included a 
sexual mix of ten males and three females with a racial composition of six whites, six 
blacks, a.nd one Native American. The program staff stated that they would prefer to I 
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~av~b an ~ven split between males and females, but this ratio has not proven to be 
t ea;~ Ie gIve~ the pattern of referrals. Youths in the program ranged in age from 12 
o years WIth the average age being 15.2 years. 

age Ali~oUgh one .o~ the intake ~ri~eria states explicitly that only youths 14 years of 
or 0 er are. eligIble for admIssIon, two younger offenders (one being 12 ears old 

a~dd the other be~g 13 years old) were active participants in the program. Th~ 12 year 
~hef~a~ ~~ probatIon for r?bbery and had an extensive arrest history of armed robbery, 

, a ~ry, an~ vand.alism. The 13 year old was on probation for burglar and had 
an arrest hIstory ~n~ludmg two previous charges of burglary. OtheI' than: e, these 
youths ~learly SatIsfIed. the level of seriousness required for admission into iatahdin 
~egarbdmg these exceptIons, the executive director stated that the admission criteri~ 
~ve . een relaxed somewhat over the past year. However, he pointed out that all of 

~~~r~~~r;~:~aulcdili.ht~ve'fbethen Phlacdcd either in residential treatment centers or juvenile 
les I ey a not come to Katahdin. 

t';~ admitting offenses for the remaining eleven clients included two cases of 
pros I u on, two cases of aggravated assault, one case of burglary with a previousl 
unsuccessful placement, two cases of burglary, one case of multiple robberies an~ 
assault and battery, one case of theft, and one case of theft, possession of drugs and 
as~a~t, and one case of robbery with a previously unsuccessful placement. It shouid be 
no e that the program has placed special emphasis on working with female 
a~~lescents who hav~. been adjudi~ated for prostitution. In striking comparison with 
o ~r ~rogram~ we vIsIted,. Katahdm persisted in trying to obtain female prostitutes as 
p~r . 0 the ~lient pop~at~on on a regular basis. Although generally classified as a 
VI~tIm!ess. crImI e, pros~ItUtI.on on th.e part of these adolescents was characterized by 
ex enSIve mvo vement m crImes agamst persons and property. 

crim With~U\ e~c:tion, all program participants had chronic arrest histories involving 
char;s agats b~ persons and property. Included in this listing were prior arrests for 
vanda~~mo androt ery, .armed robbery, aggravated assault, burglary, auto theft , respassmg. , 

Program Services 

This Th~ usual l~ngth. of par~icipation in Katahdin ranges from six to nine months. 
. 'p~rlOd of .time IS requ~red to complete the set of treatment/rehabilitative 

:ctivibes prescrIbed for all chents. Occasionally, a client will remain in the program 
o~r l~'7~onfh as one year. For all youths entering the program during the calendar year 

. ., e average length of participation was twenty-seven weeks for males and 
mneteen weeks for females. The executive director pointed out that any client must 
~O~l?le~? at leas~ thre~ months in the program or be considered an unqualified failure 
n ~u Ject to ImmedIate return to the referring source. About one-third of all 

~ntermg youths do n?t n;ake it through this initial period. Another third of the clients 
rop out at ~ome pomt m the following three to six months without graduatin Onl 

about one-thIrd of all admissions successfully graduate from the program Arf~lient~ 
must ~e present at the program five days a week (Monday through Friday) from 
approxImately 9:30 a.m. until 4:00 p.m~ 
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The range of activities provided by Katahdin to its clients includes three modes 
of counseling: individual, group, and family; educational training; and basic living 
skills training. Two additional components, a community service obligation and the 
organized development of an external, community-based support system, have had 
problems in be'ing evenly implemented. Each client is required to participate in all of 
these programmatic areas. 

Clients are required to partiCipate in one two-hour session of individual 
counseling per week. Two treatment specialists, one of whom is also director of client 
services, are responsible for providing individual counseling to clients on their 
respective case loads; each assumes the task of counseling one-half of the client 
population. The specific approach utilized by these treatment specialists is a matter 
of personal preference. In fact, the sessions tend to be eclectic in orientation. 

. Group counseling is also a mandatory part of regular program activities. The 
Importance attached to these sessions as an integral part of the program has varied 
over time. During our site visit, some staff expressed major reservations about the 
value of group counseling and suggested that individual and family counseling were 
more important for their purposes. They argued that most of the participants are 
loners, as a (!ollectivity do not constitute a natural peer group, and have themselves 
voiced strong opposition to group counseling given their largely negative experiences 
with the approach in other programs. At present, one large group. meeting is held 
twi.::e per week and is facilitated by the two treatment specialists in tandem. These 
sessIons are structured so that clients are allowed to vent their feelings, to voice their 
complaints, and to discuss issues of mutual interest. Largely self-directed by the 
participants, the sessions run for approximately one to one-and-a-half hours. 

Family counseling is an extremely important feature of the program. Although 
all clients and their families are required to participate, the intensity, frequency, and 
structure of the sessions vary from client to client. The nature of individual family 
dynamics dictates what kind of approach must be taken. Initially, the families of all 
new clients must come into the facility for formal counseling. For extremely fragile 
and troubled families, counseling is scheduled on a once-per-week basis; other families 
come into the program once every two weeks. This arrangement continues for four to 
six weeks at which time the nature and extent of further family counseling is 
renegotiated. Sometimes, arrangements are made to have families receive long-term 
treatment at a mental health center in the community. 

As practiced by Katahdin staff, family counseling is designed to have these 
primary objectives: (1) teach parents how to be more successful in their interactions 
with their children (parent's effectiveness training), (2) to develop skills for all types of 
decision making, and (3) to provide crisis intervention and problem solving when 
needed. 

Another important feature of Katahdin is the reliance upon a student government 
for decision making at many critical junctures in the program. Office holders 
including a president, vice-president, and a secretary are elected several times per 
year. These officers preside over a daily meeting each morning where activities for 
the coming day are discussed plus matters of importance from the preceding day. 
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The presence of a student government was part of a conscious attempt on the 
part of the program's founding five to create a feeling of equality between staif and 
clients. Situations in which clients are allowed a significant input into decision making 
include: (1) involvement of clients in decisions about accepting new youths into the 
program, (2) involvement of the client in developing the treatment plan, (3) involve­
ment of the client in staff conferences concerning the youth's progress, (4) participa­
tion of the entire client population in the maintenance and development of the physical 
facility, (5) participation of the entire client population in assessing staff performance, 
(6) participation of clients on the board of directors, (7) participation of the entire 
client population in setting rules within the facility, and (8) participation of the entire 
client population in reviewing peers on suspension about possible readmittance into the 
program. The intent of these egalitarian gestures is to create a situation in which 
students are given a strong feeling of ownership of the program. Clients exercise some 
control over not only what happens to themselves but also what happens to the 
program in which they are participating. 

The school program is in-house and is managed by an accredited secondary school 
teacher. This component is one of the key elements in Katahdin. If youths are not 
~oing to. participate seriously in educational activities, Katahdin is clearly an 
mapproprlate referral. The structure of learning is individually tailored with clients' 
not being grade placed. Following testing, each youth is placed on a level where 
he/she can progress at a speed commensurate with ability. For the educationally most 
backward students remedial training is provided for acquiring basic skills in 
mathematics, English, and reading. More advanced students either work on a course of 
study leadL'1g to the Graduate Equivalency Diploma (GED) or work on regular high 
school credits. Movement into regular classes at the local high school can be arranged 
when a youth feels ready to make this jump, but such a step will not be undertaken 
until a client has been in the program for three months. Work-study credits are 
provided, allowing students to attend school at Katahdin in the mornings and to work 
?utside the program in the afternoons. Clients who qualify and express genuine 
mterest are allowed to attend vocational tech centers operated by the Minneapolis 
Board of Education. 

At the beginning of each week clients negotiate a school contract. By meeting 
the terms of the contract the youths can earn credits toward the completion of their 
education requirement. Fractions of a credit are given at the end of five-week periods 
if all contracts have been successfully completed. 

Regular recreational activities are made available to the clients of Katahdin 
althf''lgh no explicit philosophy of recreational therapy is articulated by program staff. 
There is weekly use of a local YMCA where Katahdin maintains a special family 
membership allowing all clients to use the facility. Regular outings to iocal parks and 
playgrounds are also scheduled and supervised by staff members. More extended 
outdoor activities such as horseback riding, cross-country skiing, and freshwater fish­
ing ~re scheduled on occasion. At the facility itself, games such as pool and table 
tenms are available and are used during free periods. 

Exit from the program is marked by each client's becoming involved in a chosen 
da~ly ac.tivity suc1'- as school, work, or vocational training outside the facility. At this 
pomt clients do not attend the program on a daily basis. Instead, they are required to 
spend five hours per weel<: at the facility tutoring or in other ways aiding newly 
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admitted clients. In addition, once per week these advanced clients meet with their 
individual counselors to assess their progress and to discuss problems which have 
arisen. At the completion of this phase, these clients graduate. Graduates are 
welcomed to continue their involvement at Katahdin as volunteer peer teachers and 
advisors. 

A wide range of behaviors are allowed to occur on the premises of Katahdin 
without any negative sanctions being imposed by staff members. Physical contact 
between clients (horseplay), cursing, and presenting a sloppy appearance are tolerated 
as part of the normal routine at the program. In contrast, acts such as. threats of 
serious intent against other clients or staff members, physically assaultmg others, 
refusing to complete school or cleanup assignments, and unexcused absences are 
grounds for formal sanctioning. , 

At the most lenient level of sanctioning staff members will talk with the 
offending youth about his/her misconduct. At a more serious level, the transgression is 
introduced into the group meeting for consideration by all participants. If a quite 
severe violation of rules occurs, a formal behavioral contract will be drawn up listing 
restrictions on behavior. The next step in severity is suspension from the program with 
reentrance not possible without a group meeting involving staff members and the 
entire client population. At the end of the continuum of sanctioning is termination 
from the program. A youth can appeal this step to a review committee composed of 
three staff members and three peers. A majority vote decides the final outcome. 

In general, rewards at Katahdin are tied into progression through the program. 
Exemplary behavior and individual achievement are rewarded by faster. movement 
through the program. Occasionally, a client will be rewarded by exemptIon from a 
scheduled activity. 

Grievance procedures for clients at Katahdin are quite straightforward. At the 
simplest level, a client can informally complain to his individual counselor abo~t the 
problem. If not satisfied with this recourse, the client can next take his complamt to 
the daily meeting held by the student government. If this step also fails to resolve the 
problem, the client may present his griev8mce to the executive director for 
consideration. 

Katahdin possesses no formally developed system of follow-up or aftercare for 
the purpose of provision of services. However, earlier in the program efforts have 
been made to insure that clients have developed important contacts with outside 
resources in the community which they can tap after leaving the program. For 
pur'poses of evaluation, Katahdin checks with the juvenile court tracking system six 
months after the g1'aduation of a client in order to determine his/her progress. 

Staffing Patterns 

Katahdin employs a primary, full-time staff of six persons. Included in this group 
are an executive director who holds a Bachelor's degree in social work and has eleven 
years of experience in working with delinquent youths, an administrative assistant who 
holds a Bachelor's degree and has one year of prior experience with delinquents, a 
director of client services/treatment specialist who holds a Bachelor's degree and has 
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eight years of experience with these kinds of youngsters, a treatment specialist who 
holds a Bachelor's degree in social work and has eight years of experience in working 
with delinquents, a teacher who holds a Bachelor's degree and has six years of prior 
experience in teaching, and a cook who holds a Bachelor's degree in sociology. This 
staff is all white with the exception of the director of client services who is Asian. 
Only the executive director still remains on the staff from the group of five persons 
who developed the model and founded the program. 

Katahdin makes extensive use of auxillary staff members. This includes both 
supplemental staff who are paid by other agencies and volunteers. At the time of our 
site visit, three staff interns were working at the program; they were college students 
majoring in social work. Ee~h intern worked from ten to thirty hours per week at the 
program. The primary responsibility of this group is to meet regularly with clients for 
the purpose of informal counseling. Each intern is assigned two to four clients and 
meets with t.hem at least on a biweekly basis. Katahdin also used ten volunteers during 
the course of the year for various purposes. Most were involved with some aspect of 
the educational component of the program. Efforts are also made regularly to bring in 
volunteers who possess specialized skills not available among the rest of the staff. 

o 

8. Key Tracking Plus 

Origins and History 

Located in Springfield, Massachusetts, Key Tracking Plus is an innovative 
program combining intensive community tracking and broad supportive services with a 
brief initial period of highly restrictive residential confinement. This initial 
residential stay is designed for the purposes of client orientation and assessment, 
treatment plan development, formulation of the community tracking behavioral 
contract, and initiation of services tailored to the residential objectives. In addition, 
in the event of subsequent contract violation or signs of client maladjustment in the 
community, the residence is available for intermittent stays of several days. 

The Key Program Inc., the umbrella agency running the program, began 
operations in the wake of the closing of Massachusetts' training schools in the early 
1970s. Initial efforts consisted of outreach counseling by student volunteers for 
deinstitutionalized juvenile offenders~ Responsibilities included individual and group 
activities, home visits, and support and advocacy for these youths and their families. 
Known initially as the Communllty Advancement Program Inc. (CAP), this organization 
began to adapt its existing services to changing needs. These changes included more 
comprehensive treatment planning, intensified supervision, and storefront drop-in 
centers. 

Recognizing the necessity for other services, Key became involved in foster care 
as well as in programs providing work opportunities, protective services, alternative 
education, and secure residential treatment. Key maintains private, nonprofit 
businesses throughout the state of Massachusetts, which is divided into five l'egions for 
administrative purposes; a central office is maintained in Framingham. In addition to 
line staff, there are regional directors, program service coordinators, and program 
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supervisors. In the period from July 1, 1978, through June 30, 19'f.9,. Key's total 
income (fee for service and other contributions) was slightly over $3A mlllion. 

"{'he Tracking Plus program began in February of 1978 and involved both 
Department of Youth Services (DYS) Region I personnel and st~ff f~om Key's Weste~n 
Massachusetts region. DYS has responsibility for youth correctlons In the .state a~d IS 
administratively regionalized into seven operating areas. J'!venile probatIon ~ervI<:es 
are attached to the county juvenile courts. The state con~ams no large-sc.::le Juvem~e 
institutions, only residential facilities under the authorIty of DYS. ? ..I. S staff ~n 
regional offices are responsible for the placement of youngsters commItted to. theIr 
care. DYS maintains four small secure residential facilities; admittance requIres. a 
decision by the central DYS office. The secure ?'1its~ as we~ as the other res~dentlal 
care settings, foster homes, and various nonresIdential. ser.vIces are all o~t~~ed by 
DYS through purchase-of-service contracts. DYS mamta~. full responsIbIlity for 
release from residential care settings and for aftercare superVISIon. 

Discussions which led to the emergence .o~ Tracking. Plus concerned the 
development of a program offering intensive supervIsIon and servIce, totally structured 
time with complete accountability, and a secure residential backup for short-te~m 
crisis intervention. It was designed as a last step before secure treatment or 
Region I's most severely delinquent youngsters. A proble~ state~ent t?roduced by Key 
summed up the idea as an alternative having the capacIty-unlik~ hlghl¥ struc~w:ed 
group facilities-to deal with youths with strong acting-out.tendenCles, w~Ile provIdmg 
intense supervision, control, support, and follow-up service In the commumty. 

Tracking Plus receives all of its funding from DYS. The annual ope~ating bU$dget 
was estimated at approximately $185,000. The per diem costs are apprmamately 42 a 
youngster. 

Point of Intervention 

All youth in Tracking Plus are juvenile offenders commit~ed by the c~urt to DYS 
for placement. As such, the youths are wards of the state WIth DYS actmg as legal 
guardian. 

Referral Criteria 

Any youth from DYS Region I meeting the specified ~rite~ia is technically 
eligible. The primary service area, however,. is the greater Sprmgfield/Holyoke area, 
representing the southeast sector of DYS Region I. 

While Key agreed to accept any referral made by ~~ regio~al office, it was 
understood that ea.ch client's home environr;tent would b~ mInIm':llly VIable and. that the 
youth would be a "heavy delinquent" WIth very se~Ious actmg:,ut behaviors. A 
minimally viable household was defined as one in WhICh an adult In the home would 
accept the youngster and work with the program. 

The intake procedure is a responsibility shared by Key and. the DYS regional 
office. Referrals are made either by the DYS placement supervIsor or a casework 
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supervisor. The final admission decision is made jointly by the Key program service 
coordinator and/or the program supervisor and the DYS supervisor. Regularly 
scheduled meetings occur each month involving the program service coordinator and 
the DYS placement coordinator. During these sessions, discussions take place 
concerning potential cases which may come from the courts and detention. The status 
of the four slots used in the initial residential stay period are also reviewed. Between 
meetings, almost daily contact is maintained with DYS. In this way, preparations can 
be made to meet with the youngster (usually in detention), the DYS caseworker, and 
the family. 

Client Profiles 

The program was operating at maximum client capacity when visited. There 
were eleven male clients including four youths in residence. Three of the eleven were 
program failures referred from another of Key's programs which shared some staff 
with Tracking Plus and operated in the same facility. These three youngsters' arrest 
histories included one with a burglary, three larceny charges, and two drug possessions; 
the second with two burglary charges; and the third with two burglary charges and a 
breaking-and-entering charge responsible for the previous program failure. The 
following reasons for referral and arrest histories des~ribe the remaining eight cases: 
one violation of probation with a prior larceny and two breaking and entering; one drug 
possession and attempted suicide with a prior auto theft, burglary, assault, and 
possession-of-a-deadly-weapon charge; one auto theft, burglary, and larceny for more 
than $100; two offenders each having one auto theft and burglary with a prior auto 
theft, burglary, larceny, and reckless-driving charge for one youngster., and three prior 
auto thefts, three burglaries, and a larceny for the other; one fire bombing, larceny, 
malicious damage, and assault and battery; one assault and battery of a parent; and 
one possession of drugs with intent to distribute, and conspiracy to violate the 
controlled substance act. All the youth were white; the average age was 15.9 years, 
representing a range from 15 to 17 years old. 

Several program staff members commented that they believed the program had 
more recently been receiving somewhat less serious youthful offenders in terms of 
chronicity. One staff member felt the referrals seemed more like Department of 
Mental Health cases. He suggested this fact may have resulted from the way the 
system was handling and channeling cases. A DYS worker with extensive knowledge of 
Tracking Plus agreed that the courts were committing more psychologically disturbed 
youth with single charges, in part because the judges and probation department were 
having problems accessing mental health. This DYS worker confirmed that some of 
these cases were finding their way into Plus. 

The worker said that two other factors were probably involved in the changing 
nature of the program's client profile. First, youngsters with a history of repeat 
offenses who had been in the other Key program were now being sent to Plus. They 
were being used to fill vacant slots because not as many cases meeting the original 
criteria of "last step before secure treatment" were reaching DYS. Strict adherence 
to the "last step" guideline had resulted in a lowered level of referral to Plus, creating 
some financial problems for the program. Therefore, admission criteria had been 
altered someWhat. Finally, there were seasonal variations in the pattern of 
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commitments. Referral of kids with particular kinds of arrest histories shifted during 
the year. 

Program Services 

The average length of participation in Tracking Plus is about five months. It 
should be noted, however, that anywhere from one-half to three-quarters of all 
youngsters completing Plus entered Key's other local program, Outreach and Tracking, 
for an additional five months or more. This program operates in the same facility and 
uses some of the same staff. Outreach and Tracking supervises approximately three 
times as many clients although somewhat less intensively and from a wider variety of 
referral sources. The program is similar to the community tracking phase of Plus but 
is less intensive in terms of the number of required activities and sessions at the 
facility and the number of required phone contacts. 

Upon entering Plus, all youngsters go through what is called "residential intake." 
This initial phase consists of highly restrictive and intensely structured residential 
confinement, lasting from one week to one month. The program employs four 
residential caseworkers, each of whom has primary responsibility for approximately 
three clients. A residential caseworker is assigned to a client as soon as he enters the 
program. Orientation for new residents involves meeting with the program supervisor, 
the residential caseworker, and the DYS caseworker. All aspects of the program are 
carefully explained, and expectations are spelled out. 

The first floor houses counselor and administrative offices, a large sitting room, 
and the regional director's base of operation. 1'he living quarters are located on the 
second floor of the building. Doors and windows on this floor are unlocked, but alarms 
are located on all external doors and windows. In addition, a counselor keeps each 
resident in eyesight at all times. To facilitate this level of supervision, permission 
must be given for the client to move from one room on the second-floor residence to 
another. The purpose is to ensure safety, to maintain general nouse control, and to 
promote accountability. These procedures are the first glimpse by the client of the 
total accountability which is required. Eventually, these highly obtrusive and 
physically restrictive features of the program's first phase will be SUbstituted with 
other measures relying upon tracking, trust, and personal responsibility. 

The daily contact taking place between residential caseworker and the resident 
involves the following critical elements: assessment; development of initial treatment 
objectives; formulation and arra~;ement of the community tracking plans; considera­
tion of and sensitivity to phy~k.JJ well-being, emotional growth, and psychological 
problems; and the development of a wl'itten contract. Behavioral management, limit 
setting, implementing client structure, and counseling are also closely interwoven and 
constantly reinforced during this phase of the program. 

Usually within two days after entering the residence, the client is assigned an 
outreach worker. This counselor will assume primary responsibility for providing 
intensive community tracking. However, during residential intake some daily contact 
occurs between this person and the client. At this time the outreach worker closely 
collaborates and consults with the residential caseworker. This worker will also be 
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involved in some of the three or four family meetings held prior to the youngster's 
release into community tracking. . 

The purpose of the initial parent visit, occurring typically within the first three 
to five days after admission, is orientation and identifying problems in the home. If 
possible, both the program supervisor and outreach workel' participate; the youngster is 
generally invcflved. As more family meetings are held, additional oroblem areas 
troubling the youth are explored. Attention is focused on limit setting at home, 
discipline, parenting skills, marital relationships as they relate to the child, etc. 
Ultimately, issues discussed in these sessions are used in formulating the behavioral 
contract which requires cooperation and monitoring by family. 

At least one formal group meeting involving all progra.m participants is held each 
week. At times, this meeting may entail nothing more than group discussion or 
showing a film to generate focused conversation and value clarification. Other times, 
guest speakers may appear. In some instances the meeting has been used for 
recreational purposes. While in residence, each youth spends three hours a day in the 
program school The school is operated by a special education teacher who, after 
testing for achievement level, works remedially with the youngsters. The achievement 
test is used for determining what kind of school placement is best for the stUdents. A 
small number of the slowest students stay in the in-house school, but when possible, 
stUdents are returned to public schools in the community. 

Once intensive community tracking begins, primary responsibility for the youth 
shifts from the residential caseworker to the outreach workers. The residential 
caseworker continues to maintain contact with the youngster on a much less trequent 
basis. This contact occurs usually at the facility when the youth is participating in 
required, structured activities. As part of the community tracking contract, clients 
agree to be lit racking accountable"; to attend school, job training and/or work; to 
participate in weekly group counseling sessions; to attend program-sponsored recrea­
tional and cultural activities; and to comply with a curfew. 

Outreach workers operate as teams. Two such teams are responsible for the 
Springfield area, and two teams work in the Holyoke office. Each team is comprised 
of three members, and each person must be familiar with the caseloads of the rest of 
the team. In this way, all nights and weekends are covered. Each team is responsible 
for fifteen to twenty-one clients. Included in these caseloads are both Plus clients and 
nonresidential Outreach and Tracking cases. Client assignment depends upon where 
the youngster's home is located" Tracking accountability is based upon multiple, daily 
telephone calls to Key regarding the client's whereabouts, and prior scheduling for 
each twenty-four- hour period, seven days a week. Unannounced spot checks by 
outreach workers are possible at any time and in any place. In addition, family, 
teachers, and employers can call Key at any time to report problems or concerns. The 
outreach team system allows crisis intervention to take place at any point twenty-four 
hours a day, seven days a week. 

The underlying philosophy of the tracking component is the development of an 
intense, positive, supportive, one-to-one caseworker/client relationship. This is 
achieved through role modeling; collectively analyzing, understanding, a-no solving 
problems; sharing and monitoring activities; working closely with parents and siblings; 
knowing the peer network; developing, encouraging, and monitoring educational, 
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vocational, and/or job placement; and establishing community linkages for aid, 
recreation and training and enrichment. Clients are seen by outreach workers three 
or four tidtes a day. Although these contacts may be quite brief, they lead frequently 
to lengthy discussions. At least twice a week a more intensive, individual counseling 
session takes place wherever convenient. 

Along with group sessions at the facility, coun~eling, support, and ad~o?acy aim 
to enhance self-reliance, to reduce family tensIons, to promote poSItive peer 
relationships, to develop appropriate socialization skills, to encourage constructive 
use of leisure time, and to stimulate introspection. A consulting psychologist and 
psychiatrist are available for diagnostic assistance, treatment plan devel?pment, and 
more structured clinical counseling. A total of four mandatory group seSSIons are held 
at the facility each week. Some are devoted to discussion and self-appraisal, others to 
recI'eation and cultural enrichment; some combine both types of activity. During the 
week, a session ordinarily consists of an hour to ail hour-and-a-h~f of group cou~seling 
followed by an hour of recreation. A second session held later In the week durIng the 
evening may be devoted to three hours of recreation, involving the use of the th~d­
floor rooms' pool table, or other activities such as softball, basketball, roller skatIng, 
movies, or sporting events. Twice each weekend required group activities and outings 
are held. 

Education, vocational training, and/or job placement are extremely critical 
elements in the program. Caseworkers work closely with youngsters in locating p~rt­
or full-time employment and in opening bank accounts for the clients. Both publicly 
funded work programs and private-sector jobs are sought. Additionally, Key has its 
own stipend work program for youth who, otherwise, would have no work a,:aila~le fur 
them. This program involves either subsidizing employers who can pr?~Ide Jobs or 
having Tracking Plus itself pay the youngsters to work at the faCilIty. Close 
monitoring of all work situations is carried out by the caseworkers. 

Regular public schools, adult education, GED, and vocational schools are used. 
The in-house school is available to clients under severru. conditions: on a short-term 
basis for suspended students, as the primary school setting in a few instances, and as 
an interim educational resource emphasizing remediation and testing during residence. 
The outreach workers will a1s0 act on the client's behalf in legal situations such as 
court appearances and bail arrangements. The family contact is maintained by the 
worker throughout his involvement with the client. Contact with the family occurs 
almost daily. At least once a week workers try to spend a bit more time with the 
family. The focus is on helping the families to better understand their childreD;, to 
explore feelings, and to develop strategies for dealing more 'effectively with the ChIld. 

As mentioned earlier, the concept of residential backup is an integral element in 
the Tracking Plus approach. It is generally used several times during the course of a 
client's participation. The stay is highly structured and deman~ing. Iden!icai to the 
residential intake phase, residential backup involves early mornIng awakenIng, chores, 
breakfast, cleanup, school in the morning, and an afternoon of intensive one:to-one 
contact with the residential caseworker. The caseworker works closely WIth the 
returned youngster, and the outreach worker will often jo~n the~ for ~ome colla~o~a­
tive sessions. Consequen~es for misbehavior or rule Infractions Include wrItIng 
assignments, separation from the group, withdrawal of privileges and c~tailment of 
activities (e.g., smoking, recreation, outings), doing extra chores, groundIng at home, 
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lowering curfew hours, monetary restitution, remaining with the tracker for a 
specified period of time, residential return, and program termination. 

Following termination from Plus, at least half of the youngsters will move into 
Outreach and Tracking for another four to six months. The number of contacts 
g.enerally lessen~, .and ce~tain. activities at the facility become optional. Determina­
tion of who partiCIpates In thIS subsequent programming is a joint decision by Key and 
DYS •. 

Staffing Patterns 

Altogether there ar? sixteen caseworkers employed by Key; seven are directly 
employed by Plus and nIne by Outreach and Tracking. Three of the residential 
caseworkers are male, one is female, and the average age is 24.8. Three have 
Bache!or'~ degrees. (two. ~ cri!flin~ justice and one in theology), and one has an 
A.ssoCl8.te s degree In crlmmal JustIce. Two have been with Key for a year, one for 
eIght months, and one for two months. 

The average age of the twelve outreach workers (eight male, four female) is 24 .• 5 
ye!lr~. A~l h~ve Bachelor's ?egrees of which nine are in either psychology, education, 
crimmal Justice, or counseling. Two of the workers have been with Key for three 
years, two for one year, one for nine months, two for eight months one for seven 
months, two for six months, and two for two months. The male teach~r has been with 
Key for three years, is 30 yeaI's old, and has a Master's degree in special education. 

. The program supel'visor is a 30-year-old male with a Master's degree in human 
relatIon~. ~he program service coordinator is a 26-year-old male with a Master's 
degree, In guldan?e a":d counseling; the ~egional director is a 27-year-old male with a 
Master s degree In guIdance and counselIng. They have been with Key for one-and-a­
half, three, and five years respectively. Overall, there are sixteen whites one black 
two Hispanic, and one with an unknown racial/ethic background. ' , 

9. Project Vision 

Origins and Histor~ 

Project Vision is a nonresidential, day-treatment program offering services to 
seriously, chronically delinquent youths. The program operates out of the Albie Booth 
Boy's' Clu.b in New Hav7n, Connecticut. Launched in February of 1977 as a pilot 
project WIth federal fundIng supplied by the city of New Haven through the Community 
Developme~t Act (CDA), the program serves a population of delinquent youths who 
have. ~een Ignored for the most part in alternative programming efforts in the city. 
TradItIonally, these youths have been handled in residential settings frequently in 
secure custodial facilities. ' 

The initial ir~pet~s to develop and implement this program was supplied by 
sev?ral local organIzatIonal actors including the Youth Division of the New Haven 
Police Department and the South Central Criminal Justice Supervisory Board, the local 
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planning unit for LEAA. These agencies recognized the continuing lack of adequate, 
community-based, rehabilitative services for hard-core, youthful offenders under the 
supervision of the Juvenile Court and the Department of Children and Youth Services 
(DCYS). Customarily, youth-serving agencies in the New Haven area have tended to 
favor t.~e least severe and the least chronic juvenile offenders in their intake and 
service practices. 

In collaboration with the administrator for the New Haven Boys' Clubs, Inc., 
these organizational actors initiated a search for an appropriate program design from 
which to model their project. They selected the Community Advancement Program 
(CAP), which was used throug'hout Massachusetts as an outreach program in the s,tate's 
deinstitutionalization efforts. The New Haven group was especially attracted to 
several key features of the CAP modeb high counselor/client ratio (one to five), 
availability of twenty-four-hour-per-day counseling services for crisis intervention. and 
reliance on the social network approach to problem solving. 

Start-up monies for the project amounted to $75,000 and permitted New Haven 
Boys' Clubs, Inc. to hire a full-time staff of four persons including a director and three 
counselors. In addition, the administrator for the Boys' Clubs, who was instrumental in 
developing Project Vision, was appointed to be executive director for the agency. In 
this role he does not have frequent, day-to-day contact with staff and activities, but 
he assumes total responsibility for the fiscal aspects of the program. 

In the second year of operation, principal responsibility for funding' Project Vision 
shifted to LEAA, which made $75,000 available for the program as part of its block 
grant arrangement with Connecticut's Stat~ Planning Agency. This funding was 
supplemented with $9,000 provided by the city under the Community Development 
Act. Funding for calendar year 1979, the primary temporal focus of this report, 
totaled $84,500 of which $54,000 was provided by the State Planning Agency with 
LEAA monies, $19,000 in matching funds from the city in the form of community 
development monies, and $12,500 from New Haven Foundation expressly for the 
purpose of hiring a full-time, female counselor to work with female delinquents. 

Although certain difficulties exist in attempting to determine per diem costs in 
nonresidential programs, the estimated cost of maintaining a client in Project Vision is 
approximately $4.20 per day. 

Point of Intervention 

Referrals to Project Vision are made by two sources: the Probation Services of 
New Haven County Juvenile Court and the local offices of the State Department of 
Children and Youth Services (DCYS). With respect to the latter source, referraL'3 come 
from two separate divisions of the department. This referral pattern occurs because 
DCYS is responsible for child welfare as well as youth corrections in the state of 
Connecticut. Approximately 20 percent of all referrals are youths under the custody 
of DCYS as a result of being dependent, neglected, or abused. If these wards of the 
state exhibit delinquent behaviors and meet the admission criteria for the program but 
have not been referred to court for their current misbehavior, their DCYS workers can 
refer them directly to Project Vision. Other youths being referred to the program via 
DCYS, approximately 10 percent of the total, have been adjudicated delinquent, have 
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been committed to the custody of DCYS d I 0 

correctional facilit As 0' an paced m Long Lane, the state's juvenile 
Vision to aid in thei~· reenfr~rfn~~ ~~~Irc~:~1~1:;r:' these youths are referred to Project 

of theT~t~~!r:~~r;;~b~~i~~~!~Ss~::~~r!~~Ot~:heo pro~~am, apprOximately 70 percent 
of disposition they h bOo· 0 e Juvem e court. USUally, at the point 
condition," and refe~;:d ~~n:r!~~~~:~ delinquent, place~ on "pr?bation with special 
mechanism for refer I 0 0 ISIO~ as an alternatIve to mcarceration. The 
contacts the programr~ir~ct~:t a:

e c1~~~~:~~ ~~obati~n offficer or the DCYS worker 
case history, establishes th '0 01 IScU~S~on? the youngster's needs and 
DCYS provide the legit 0 0 e t~aSlS for prOject partiCIpatIon. The juvenile court and 
that the youth cooperat~:z: ~~~dftio~h~l:~rr:m'sbsut~erVisOry authority by requiring 

pro a Ion or state custody. 

Referral Criteria 

count~~~e~~~~c~ll cat~~ment a.r~a for Projec~ Vi~ion is the entirety of New Haven 
in the program 1; i ~~t~~!~dmg anywhere m thIS geographical area can participate 
from the Hloll "and D' p 11 matt fer, however, the vast majority of referrals come 

lxwe areas 0 New Have B th f 0 0 economically deprived inn °t 0 n. 0 0 these communItIes are 
minority residents. ' Thiserr~~r ~e:~~ t~ed CI~y anthd are ~opulate? predominantly by 
participants in th c e In e raclal/ethmc composition of 
area. e program. The program is located in the northwest sector of the Hill 

under °t~~~~' 0:h~6 p~!:~m w~;,1 ~e;n desi~ed to provide services to male youths 
histories. By 1979, the criterio~ 0: se~~ ~I'thest ~umber oand most serious arrest 
youths under the age of 16 years into the a een c as~ged m order to allow female 
how th program. mce the time of this chang 

ever, e program has experienced difficulty in obtaining female referrals. e, 

Serious juvenile offender statutes t d b 
effect in October of 1977 requiring that en~~ elY the ostate le~slature went into 
a formal hearing to consider 0 you s c larged wIth certam offenses be given 
conditions youths are automtt~~~g~e ~~~:~e~ot~:~~~ c~~~. ti In additiolix und~!" !!ertain 
of 14 years of age and older charged with d JurIS IC onoo For exp..mple~ youths 
jurisdiction On th th mur er are automatically waived to adult 
serious off~nse and~; ru~r hand, any youth who has been committed to DCYS for a 
hearing to consider POSSiblea~::n!~~~ t~ s:::e 'pl~~~mt~nt automa~ically qualifies for a 
d~cision is made not to transfer and the Jur!S IC Ion. Even If a~ the ohearing the 
s~lpulation exists requiring that the youth i~~~Jo~~i~:~:~~dl?aCk ttO bJuVemle court! a 
hIs/her town of resid S h' e mquen, e placed outSIde 
Project Vision. The i~~:diateU~m:;~t~~ ~~s ~;eg~r:YtOnot elitgIhoble for oaroticipation in 
youths charged °th t 0 IS a Ion on e program IS that fewer 
Project Vision i:~im;~ ~:s~e;~r~~~~O~~d~fyf~~S i~r! refder~ed. thThefo client population in 
operation. . as urIng e Irst year of program 

When potential clients are referred t th 
assigned to that counselor hoe program, each is automatically 
activities if accepted into theWpr~g~;~ld Tbh~ responsllble for supe~vising the youth's 

• IS counse or assumes prImary responsibility 

",,1' ... ' ___________________________________________ ~~ ____________ .t~. __ ~ __ ._ ----
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for determining the appropriateness of the referr,al. ,~nce the counse~or completes the 
interview and has formed opinions about the sUItabillty of the can~Id~te, he c0!lfe~s 
with the program director who makes the final decision about admIssIon. A pomt IS 

always made to deflect youths with seriou~ emotio~al problems away from the 
program. According to the program director, mapproprlate referrals occur only rarely 
and usually involve emotionally disturbed youths. The announcement of formal 
8.c·ceptani!e/rejection is always made within two days after the ,yo~th h~ been 
in"terviewed. If accepted, the youth's participation in the program begins ImmedIately. 

Following acceptance into the program, the youth with the assistance of his!h~r 
individual counselor develops a treatment plan which attempts to set up realls,tic 
objectives for changing patterns of delinquent behavior. On~y rare~y are o~tslde 
organizational actors such as the referral source or the schools dIrectly mvolved m the 
development of this plan. The written plan fo~uses on ~h,e, needs of the ~outh as the~ 
relate to school, work, family, friends, recreatIonal actiVItIes, and cour~ m~olvement, 
emphasis is placed on developing those skills needed by the youth to mamtaIn a course 
of responsible behavior after he/she has left the program. Once the ~lan has been fully 
developed it is sent to the referral source to show the course of actI?n to be taken,by 
the progr~m with the youth. The individual counselors are ;esponslble for assessmg 
how successful the clients are in achieving the goals set forth m the treatment plan. 

Client Profiles 

At the time of our site visit twenty-eight youths were participating in Project 
Vision. This figure is substantially smaller than the total of ~ixty clients whom, the 
program is supposedly prepared to handle at maximum capacIty. The twenty-eIght 
active participants included twenty-seven males and one fem~e of whom twen~y-sev;n 
were black and one was Hispa.nic. According to the pr~ram dIr;ctor" th~ et~mc/~aClal 
mix of clients reflected the fact that most persons m local Juvemle Justice CIrcles 
believed that the program was intended primarily f?~ black j':lvenil~ ~ff~nders and t,hat 
the referral sources behaved accordingly. In addition, ProJect VISIO": s geographlc~l 
location in the Hill area contributed to the substantial overrepresentatIon of blacks In 
the program. 

Of the twenty-eight youths active in the program, eighteen were cl~ssified 
"primary" clients and ten were classified "secondary" clients (see Program Servlce~ for 
a more detailed discussion of these participants' statuses). The average a~e of clients 
was 14.1 years with ages ranging from 11 to 16 years. Among the presentmg offenses 
for which these youths were referred to the program were ten cases of larceny, two 
cases of assault and larceny, one case of arson, two cases o~ s~atus offenses, one case 
of auto theft and possession of drugs, two cases of shopliftmg, one case of sexual 
assault, one case of assault on a teacher, two cases of robbery, one case .of dependent 
and neglected (previous history of unlawful acts), one case of trespassmg, and four 
cases of larceny and truancy. All of the referred youths h~? arrest backgrounds 
characteri~~ed by extensive contact with the courts for a w:de range of offenses 
against both property and persons. 
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Program Services 

Active participation in Project Vision usually runs from six to twelve months. 
Occasionally, youths will remain in the program for as long as one-and-a-half years. 
Participation for a period less than six months is thought by staff to be inadequate for 
achieving the goals of the program. 

As a day-treatment program stressing intensive tracking, Project Vision relies 
upon a combination of individual, group, and family counseling to bring about desired 
changes in client outlook and behavior. These services are augmented with educational 
backup and recreational/cultural enrichment. 

Individual counseling which constitutes the heart of the program is not based on 
any single therapeutic approach but rather on an eclectic style reflecting the needs 
and problems of the individual client. Counseling sessions can occur wherever they 
appear to be most beneficial to the client-in his/her home, on the street corner, at 
school, or in the Boys' Club. No emphasis, however, is placed upon having clients come 
to the Boys' Club once they have been accepted into the program. It is conceivable 
that clients once admitted will not appear at the program facility again until they are 
ready for graduation. 

Regarding counseling activities, two distinct classifications exist: "primary" and 
"secondary" clients. Upon entrance into the program, clients are automatically 
assigned to the primary category. During this intensive phase of supervision, the 
individual counselor must have at least three and ideally five (daily) face-to-face 
contacts with his clients each week and also spend a number of hours each week with 
the clients' families and friends. In addition, the counselor is responsible for keeping 
tabs on his assigned clients on a twenty-foul'-hour-per-day basis. A minimum of six 
months of this intensive tracking and counseling is mandatory for each client in the 
program. Once a youth's overall situation has stabilized to the point where he/she can 
assume a greater degree of responsibility, the client is advanced to the secondary 
phase of the program. The counselor maintains supervision over the same clients but 
only sees them twice per week at most. This phase usually lasts from three to four 
months at which time the youth is graduated from the program. 

During both the primary and secondary phases of the program the counselor fills 
the role of advocate for his clients. He serves as a link between the youth and those 
institutions, agenCies, and resources with which the client must establish meaningful 
ties. For example, counselors are responsible for assisting youths in obtaining job 
placement and for referral to psychological and psychiatric services when needed as 
well as following up these referrals to insure that services delivered are effective. 

Essential to the success of this kind of nonresidential program where the 
individual detached counselor/tracker plays such an important role is a highly 
elaborated system of intrastaff communication. In Project Vision each counselor is 
required to keep a log of all contacts with clients. This task includes writing up a daily 
activity log as well as logs of all telephone contacts, and maintaining school and job 
performan~e records for each client. In addition, counselors are required to provide 
monthly updates of the treatment plan detailing a full analysis of the progress of each 
client in all elements of the plan. 
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Group counseling also plays a role in the treatment approach of Project Vision 
although admittedly a less important one. These sessions which can be facilitated by 
any member of the program staff are only held when a substantial number of active 
clients are together at the Boys' Club. The principal purpose of these sessions is to 
discuss those issues which are of mutual interest to all clients in the program. An 
attempt is made to have each participant express his views and opinions about the 
topic under discussion. Such sessions occur approximately once per week, but the 
composition of the group changes so frequently that some clients are probably involved 
only about once per month, and others never. 

Since Project Vision is a nonresidential program and the vast majority of clients 
reside at home with their parents (at any point in time 15 to 20 percent of the youths 
participating in the program are living in residential group homes in New Haven), a 
considerable emphasis is placed upon staff contact with families. The counselor works 
closely with the youth's parents in a supportive role to help them deal more effectively 
with their own lives and the lives of their children. In addition to the development of 
parenting skills, the counselors are available to intervene at moments of crisis. 
Counselors contact parents at least once per week, eithel' in person or by telephone. 
Regular, quarterly parent meetings are held at the Boys' Club where an open forum is 
available to discuss all types of Gommon problems. Often, as many as one-half of all 
parents attend although representation by seven or eight families at any meeting is 
considered adequate. 

There is no stated grievance procedure for Y0Uths to use in this program although 
the program director stated that "they can complain and express their own opinions if 
it's done in good manner and with respect." Similarly, not a very elaborated system for 
dealing with client misconduct is available. For acting-out behavior and illegal acts, 
clients are prevented from participating in specified activities or field trips. In the 
case of severe violation of rules, clients can be terminated from further participation 
in the program. However, a somewhat more structured system of rewards for positive 
behavior is used. Each month all counselors vote in order to select a client of the 
month, who is awarded a small trophy. At the end of the year a client of the year is 
selected at a formal ceremony when a large trophy is awarded. 

All primary educational activity is conducted outside the program facility with 
heavy reliance being made upon resources available in the community. Some clients 
attend an alternative educational program operated by the New Haven Public S~hool 
system while others attend a special education program especially designed for 
learning disabled youths and also operated by the public schools. The remaining clients 
attend regular public schools. Counselors are in contact with teachers at these schools 
on a regular basis. All participants in the program must attend some type of school. 

The program director stated that about one-half of all active clients come into 
the Boys' Club on a regular basis to participate in recreational activities. On occasion, 
groups of clients are taken to organized outdoor activities such as horseback riding and 
picnics; these events are scheduled for weekends. Attempts are also made to involve 
the youths in one cultural activity per month; clients are taken to museums, concerts, 
or exhibitions. 

Project Vision has not developed formal follow-up or aftercare procedures for 
provision of services. Efforts are made, however, to seek out ongoing vocational 
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training in the community or long-term employment for .3lients as part of their 
preparation for graduation. 

For purposes of evaluation, contact is made with the courts every third month 
after graduation to determine if former clients have been released from probation or 
have been rearrested. Informal contact is also maintained with former clients and 
usually entails counselors' inviting them back to the Boys' Club for scheduled 
activities. 

Staffing Patterns 

At the, time .o~ our site visit, the~e were seven primary staff members including 
the program s admInIstrator, program dIrector/lead counselor, assistant director/coun­
selo~, . three counselors, and a secretary. All of these in dividuale; except the 
ad.mmistrator and the sec~etary were responsible for a counseling case load of both 
prImary and secondary. clIents. The entire counseling staff hold Bachelor'S degrees 
except the program dIrector who had a Master's degree in social work and one 
counselor who had an Associate's degree. Prior experience in the field of delinquency 
ranged from one to twenty years. 

Project Vision does not make use of volunteers in any capacity. The principal 
reason offered was that the structure of the program does not easily lend itself to the 
use of volunteers. 

10. Transitional Center 

Origins and History 

Located in Gretna, LOUisiana, directly across the Mississippi River from New 
Orleans, the .Jeff:rson Parish Juvenile Court Transitional Center is a community­
based, nonreSIdential program designed to provide rehabilitative services to emotion­
ally ~i~turbed and le~~ning dis~bled )uvenile offenders. The idea for developing 
TransItional Center origmated WIth LOIS Foxall, DIrector of Juvenile Court Services in 
Jef~erson Parish; she wanted to initiate a day-treatment program which would provide 
a wld~ array of seryices for y?uths who have been adjudicated delinquent but would 
benefIt from not bemg placed m secure, custodial care. At that point in time (1976) 
the~e were no alternative programs available for adjudicated delinquents in Jefferson 
ParIsh. 

. Along with members of her staff, Lois Foxall undertook an intensive investiga-
tIon of day-treatment programs operating throughout the United States and selected 
those elements which were applicable for inclusion in the Jefferson Parish effort. 
Eventually, a total of twenty-two programs were surveyed in the development of the 
Transitional Center model. 

Once planning for the program had been completed, start-up funding in the form 
of a t~r<:e-year block grant was obtained in 1978 from LEAA through the Louisiana 
CommISSIOn on Law Enforcement and Administration of Criminal Justice, the state's 
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criminal justice planning agency. The federal share for the first year's effort 
amounted to $105,917, with a state match of $11,785, and a. Jefferson Parish match of 
$10,590. In the second year of Transitional Center's operation, 1979, the total budget 
was $142,739. Block grant monies provided $79,437; the state provided $50,326; the 
Parish provided $12,976. An additional $100,000 worth of educational services was 
provided without charge to the program by the Jefferson Parish School District, which 
assumed sole responsibility for funding ten teaching and teaching assistant positions. 
In 1980, the total number of positions was reduced to eight (four teachers and four 
teacher assistants). 

This program is unique among the ones we visited in that it operates as a public 
agency. Daveloped by court services as an alternative resource for the court system, 
Transitional Center falls under the authority of the Director of Court Services but 
encounters few of the bureaucratic drawbacI<:s experienced by most public agencies. 
For example, due to an unusual set of arrangements orchestrated by the director of 
court services, the program operates free of many standard bureaucratic constraints 
such as personnel policies and civil service requirements frequently associated with 
agen(jes run by various levels of government. In addition, the program's ties to the 
public domain allow it to utilize without costs the expertise of various professionals 
attached to the larger court system including the court services psychiatrist, the court 
services psychologist, the court services psychometricians, the physician for the local 
detention center, the nursing consultant at the detention center, and the nutritionist at 
the detention center. Being the recipient of this wide range of free services is an 
enviable position to occupy at a time when funding for youth-serving agencies is 
extremely limited. 

Goals established by the program at the time of its implementation included: 
(1) to provide services to a minimum of thirty and a maximum of fifty adjndicated 
juveniles during the grant period (equal in time to one fiscal year), (2) to lose no more 
than 10 percent back to the juvenile justice system because of failure to succeed 
within the program, (3) to keep all juveniles who complete the program out of 
Louisiana Training Institute (LTI) , (4) to keep 95 percent of those who complete the 
program out of residential placement because they have not made adequate social 
adjustment, (5) to keep the re~idivism rate fer ruJ. offenses prior to the age of 17 below 
10 percent, and (6) to demonstrate that the cost of keeping a child at home and in the 
community is less than keeping the same child in tTl or detention. The program also 
set forth a set of subsidiary or subgoals; they were: (1) to keep children in their 
respective homes, (2) to help the child learn socially acceptable coping skills, (3) to 
help the child identify individual strengths and weaknesses and aid him/her in capital­
izing on this knowledge, and (4) to provide an atmosphere of success so that self-image 
might be made positive. 

initially, considerable emphasis was placed on the use of behavior modification in 
the program since it was feared that this kind of delinquent population would be 
difficult to control in an open, community-based setting. Reliance upon a token 
economy system for the purpose of promoting behavioral change proved to be 
unnecessary. In this nonresidential setting the system exhibited little value as a means 
for control and was, in fact, counterproductive due to its tendency to be punitive. A 
decision was made to discard these practices totally since attempts to make 
alterations and adjustments in the use of behavior modification proved to be virtually 
impossible. A quite different approach was introduced in its place. Details of these 
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changes will be discussed later under Program Services. By the time of our site visit 
the original orientation of the program had been completely phased out. ' 

The local s~c~opolitical environment has proven to be quite supportive of the 
ef~or~s of Tr~nsitlOnal Center to provide an alternative to incarceration for 
adjudIcated delinquent~. The presence of a reform-minded set of juvenile court judges 
on th~ bench has contrIbuted strongly to this move away from the punitive sanctioning 
of delinque~ts at the local level in Je!ferson Parish. In spite of the fact that virtually 
~o ~te~natIves have b~~n made avaIlable for the purpose of diverting youths from 
~nstIt~tlOnal car~, surprls~~g~y few juvenile offenders from the parish are committed to 
Juvem~e correctIo~al facilItIes. In contrast to the neighboring parish of New Orleans 
(locatI?n of the CIty of New Orleans), which is responsible each year for committing 
approXlma~ely 30 percent of the state's total juvenile offender population in secure 
custo?y WIth the ?e~artm.ent of Corrections, only about 2 percent of the youths 
ent~rmg th.e st~t: s Juyemle co~rectiona~ system each year come from Jefferson 
ParIsh •. ThIS strIkmg differen~e II!- commItment totals is especially impressive when 
on: realizes tha~ Jefferson ParIsh IS a densely populated, urban area with a total popu­
lation . of ~pproXlmately 450,000 persons and containing a mix of socioeconomic strata 
and mmority groups. This high level of diversion in Jefferson Parish has been achieved 
through a heavy reliance on court-supervised probation of most adjudicated delinquents 
and on the availability of Transitional Center. 

The cos~ Of. maintaining a youth in Transitional Center is approximately $24.00 
per .day. ThIS fIgure compares favorably with the cost of placing youths in other 
settmgs. For example, the placement of these offenders in residential treatment 
programs has been estimated at an average rate of $100.00 per day· maintenance in 
~he detention ~acility in Jefferson Parish costs $50.00 per day; the cost of maintenance 
m LTI system IS $39.38. 

Point of Intervention 

All yout~s enteri~g Transitional Center have been adjudicated delinquent by the 
Jeff~r~on P~lsh Juvemle Court. They are placed on probation and court ordered to 
part~Clpate m the progra~. As part of this court-ordering process, parents are legally 
reqUIred to cooperate WIth program staff during their children's participation in the 
program. If they fail to abide by the conditions of this agreement, they can be cited 
f?r ~ontempt of court, and legal action can be brought against them. This legal 
bmdI~g o~ ~arents to program activities was unique to Transitional Ctmter among all of 
our SIte VISItS. . 

I~ rr:ransition~ Center .were not available as an alternative placement resource 
for adJudicated delmquents m Jefferson Parish, almost all of these youths would be 
commIt~ed to the custody of the juvenile division of the State Department of 
CorrectIons for placement in a secure facility. 

Referral Criteria 

Spa?ning both the east and west banks of the MissiSSippi River and lying adjacent 
to the CIty of New Orleans, Jefferson Parish in its entirety ('!omprises the fmomal 
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catchment as well as the primary service area for Transitional Center. T~e progr~~ is 
itself located in the town of Gretna and lies on the west bank of the rIver. DrIVing 
across the bridge into Gretna from New Orleans, one is no~ readily awa~e of t~e 
existence of any geographical boundaries. Rather, all of thIS urban and industrIal 
sprawl appears to be part of the Grea.ter New Orleans Metropolitan Area. ;a,eferral to 
the program is simply a matter arbitrarily dictated by the legal boundary lines for the 
parish. 

Formal admission criteria for Transitional Center include: (l) male and female 
youths between the ages of 13 and 17 years, (2) adjudicated delinquent b¥ the juvenile 
court (3) have been diagnosed as learning disabled or emotionally dIsturbed, and 
(4) re~ident of Jefferson Parish. Admission to the program is prohibit~~ for yo~ths who 
have been educationally labeled as mentally retarded or have been climc~ll~ dIa.~os,:d 
as overtly psychotic. No special conditions are specified in the admISSIon crIterIa 
concerning the nature or number of offenses necessary for referral to the program. 
Juvenile offenders need only to have been adjudi~ated delinquent by the court to be 
eligible. Since the program is being used as an alternative to incarceration, h~~everJ 
the arrest histories of the client population in Transitional Center are suffIcNmtly 
severe in terms of numbers and kinds of offenses to easily qualify the program as b~ing 
a service provider for serious juvenile offenders. 

Since the program is a creation of and resource for juvenile court services, 
inappropriate referrals are never made to Transitional Center~ T.he ,progr~m 
coordinator is consulted by the staff of court services about a potential client s profIle 
before referral is made. On occasion, an inappropriate admission will occur when an 
inadvertent mistake is made about the level of a client's mental disturbance. If a 
youth proves to be more psychotic than was perceived when tested, the client will be 
removed from the program. When this happens, the youth is referred to the program's 
consulting psychiatrist who recommends placement elsewhere. 

The number of serious juvenile offenders entering the program in th: nea: fut~re 
may decrease drastically as a result of the recent passag,: of a se:Ious Juvem!e 
offender statute by the Louisiana Legislature. This law, WhICh went Into effect In 
September of 1980, requites that any youth who is 15 years old or older and has .been 
charged with first- or second-degree murder, mans~ugh~er, or aggravat~d r~pe WIll be 
automatically removed from the authority of the JuvenIle court and WIll, Instead, be 
tried in criminal court. Likewise, any youth who is 16 years of age and has been 
charged with armed robbery, aggravated burglary, or aggravated ~idnapping is s?~ject 
to the same type of automatic waiver. Many of the former cbents of Tr~sI~Ional 
Center who entered the program following adjudication for such charges WIll In the 
future no longer be eligible for participation. 

Transitional Center maintains strict eligibility criteria which specify that 
appropriate clients are youths diagnosed as either ~earning. disabled or emo~iona!lY 
disturbed. A battery of testing procedures .and ra~Ing devI<:es are ~e~ to IdentIfy 
youths who are believed to fall into the two dIagnostIc categorIes. AdmInIstered by ~n 
outside eValuation team affiliated with the University of New Orleans' SpecIal 
Education Research and Evaluation Center, the Competent Authority Evaluation (CAE) 
screens out those youngsters who may be suspected as appropriate,. but upon a ?areful 
testing, cannot actually be diagnosed as such. The t~ams COnsIS~ of a varIety of 
specialists such as social workers, educational psychologIStS, educational consultants, 
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and speech and hearing consultants. The testing may include administering the 
Wechler Intelligence Scale for Children, ViSUal-Motor Assessment (Bender-Gestalt), 
Wide Range Achievement Test, Spache Diagnostic Reading Scales, Detroit Tests of 
Learning Aptitude, Peabody Picture Vocabulary Test, audiological assessment, and any 
other testing or evaluation believed necessary for each case. The program also 
requires a psychological report not more than a year old, a current social summary, 
medical assessment, information from past placements, and offense records. 

The final admission decision is made by the program coordinator with the input 
of the assistant coordinator. Supplementing the CAE and other collected information 
are additional impressions gathered by the assistant coordinator in a preadmission 
interview. Ordinarily, at least one parent and a probation officer accompanies the 
youth. Standardized written contracts for parents and the client are used. The parent, 
assistant coordinator, and the assigned counselor cosign an agreement specifying 
parental cooperation and willingness to attend scheduled sessions with the counseling 
staff. Counselor responsibilities are also spelled out in the agreement. These include 
being. available in ~risis situations, respecting confidentiality, and holding family 
meetIngs at least tWIce a monthe The student cosigns with the assistant coordinator 
and the counselor an agreement asserting that irresponsible behavior could result in 
residential placement. TheI'e is also a statement of understanding signed by the client 
and the counselor which spells out the policy and consequences regarding fighting and 
unexcused absences. 

Both individualized educational plans and a treatment plan are devised within the 
first several weeks of the client's participation. The treatment plan is formulated 
incorporating information gathered in the CAE, the initial interview, a ten-day 
observation period, and from staff recommendations. Behavioral, cognitive, and 
emotional problems are identified in order to prioritize areas of difficulty for 
individual counseling and assistance. Typically, each youth's strong points are also 
presented. Accompanying the statement of strengths and weaknesses is a listing of 
long- and short-range goals, the plan of service, and specified dates for reevaluation. 

Client Profiles 

The maximum capacity for Transitional Center is twenty-eight to thirty clients 
at anyone time. At the time of our site visit, thirty-one youths were participating in 
the program. They ranged in age from 13 to 17 years and averaged 15.2 years. 
Racially, the group consisted of twenty whites and eleven blacks; there were twenty­
eight males and three females. 

We were able to obtain ext'ensive information regarding the presenting offenses ..., 
and arrest histories of twenty-fiVE~ offenders who had been placed in the program. This!c" 
classification reflected the staff's knowledge of these youths' total set of official 
encounters with law-enforcement authorities and was not based in any way on the 
nature of behavioral problems posed by the group in terms of treatment and 
rehabilitation within the confines of the program. 

Although the list of offenses leading to adjudication and referral for this group of 
offenders does not appear to bE~ extremely serious, a detailed examination of their 
records reveals arrest historiesl characterized by repeated and frequently violent 
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crimes; these youths were, indeed, serious, habitual juvenile offenders who had 
chronically committed crimes of considerable severity against both property and 
persons. The referring offenses for these clients were: one case of attempted simple 
burglary, two cases of burglary, four cases of simple burglary, one case of attempted 
burglary, one case of probation violation for truancy, one case of theft, one case of 
probation violation for unspecified status offense, two cases of probation violation, 
two cases of receiving stolen goods, two cases of runaway, one case of curfew 
violation, one case of auto theft9 one case of simple criminal damage to property, one 
case of attempted simple rape, one case of criminal trespass, one case of battery, one 
case of possession of drugs, and one case of criminal mischief. 

Program Services 

The average length of stay at Transitional Center is approximately nine months. 
Occasionally, a youth will remain in the program for as long as fifteen months. During 
their participation, clients are bused to and from their homes five days a week. The 
youths remain at the program from 8:30 a.m. to 6:00 p.m. each day and are served 
three meals per day. During their participaaon, all clients are assigned to the same 
probation officer. This policy had been instituted since it allowed a single person from 
the court to monitor the performance of all clients in the program. 

The major program components include counseling, the in-house school, voca­
tional-life skills training, cultural exposure, and organized recreation. As mentioned 
earlier, shortly before our site visit the program underwent a profound transformation 
in the theoretical model underlying the program's basic approach as well as in 
operating procedures. Orchestrating these changes was a recently installed program 
coordinator who had been brought in from court services ar.dstrongly believed that the 
previously practiced behavior modification/token economy system had degenerated 
into an overly punitive and self-defeating effort. In its place had been put a reality 
thel.'apy-oriented team approach, monthly staffings (case reviews) incorporating client 
participation and feedback, and an enlarged set of activities for enrichment and group 
enjoyment. Entirely eliminated was a merit system whereby points were recorded on 
an hourly basis. The mechanism of control was shifted to immediate handling of 
problems by staff working in teams. Outbursts, misbehavior, and explosive situations 
are immediately addressed. This may initially be accomplished by counselors who 
spend time in the classrooms or by one of the interns assigned to assist teachers. The 
general strategy is to: (1) divert the youth's attention to more positive behavior, 
(2) move the youth elsewhere to calm down, and (3) avoid intensifying the situation by 
remaining calm. Problems which arise are later discussed in the individual counseling 
sessions and, if necessary, in the sessions with the families. 

Individualized counseling is expected to take place at least three times a week, 
and when possible, every day. These sessions are designed to be brief encounters of 
approximately fifteen minutes by counselors with each of their five to ten clients. In 
direct contrast with the previous system of less frequent but more lengthy counseling 
sessions, the new approach is tailored to reach learning disabled and emotionally 
disturbed youths since they may not be especially well suited for longer one-to-one 
"talk" sessions. Individual counseling relies on behavioral contracting with clients 
around a small, manageable number of goals including improved self-control and 
increased responsibility toward others. Problem areas are prioritized and are always 
tied to a series of specific incremental steps geared toward amelioration of problems. 
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Group sessions are held each day for about forty-five minutes. The content of 
these sessions dovetails conveniently with the thrust of the individualized sessions. 
Youngsters are grouped for these sessions according to problem areas such as temper 
con~rol, family: conflict, and interpersonal difficulties. In this way, the problem­
solvmg emphasIs can be focused on more areas of common difficulty. At the same 
time, peer relationships are developed, communication skills practiced, and interde­
pendence reinforced. 

Family work, though not fully instituted at this time, is seen as an essential 
compon:n,t for helpi~g to resolve the youngste~s' problems. Four levels of family work 
are envIsIoned. TWIce a month parent counseling sessions are held to explore the 
na~ure of pare~t-child rela~ionships, to develop coping strategies and problem-solving 
skills, and to dISCUSS the child's overall progress in the program. Parents are also asked 
to attend their child's monthly staffing. At this time, the youth has a regular 
ol-:.portunity to evaluate himself in the presence of numerous staff. He also hears and 
:e!l~ts to the staff's comments and recommendations. Additionally, plans have been 
InItIated at the program to have parents spend an entire day once a month at the 
facility, probably in conjunction with the monthly staffing. 

, Monthly group educational sessions are also held for parents. Here, parenting 
SkIlls can be discussed, and other associated issues can be raised. These sessions tend 
to be rather general in nature, emphasizing broad issues such as household 
management, communication skills, and responsibility. Finally, planning for more 
formB:lized family, therapy se~sions have been ,started. Cond~cted by the program 
coordmator and aIded by an mtern, these sessIOns would be aImed at more sertous 
~amily p~oblems requiri~g extended and intensive professional intervention. Examples 
mclude mstances of chIld abuse or the detection of the need for more formalized 
psychological/psychiatric services. 

The in-house school is organized into small classes which are usually team 
taught. Each class is staffed by two teachers, two aides, and available volunteers. 
During ~he mor~ing hours students take classes in reading, mathematics, language arts, 
and SOCIal studIes. Clients eat lunch in small groups with their designated counselor. 
The meal is used as a vehicle for learning table etiquette and details in the 
preparation, service, and cleanup of food. Chores are rotated among students on a 
weekly basis. Following lunch, stUdents work on science/health, language develop­
ment, and life skills. Daily activities also include choral reading and music 
appr~ciation. These, are felt to be important parts of cultural enrichment. They 
prOVIde a means for mnocuously imparting a sense of group activity and cooperation. 
All youngs,ters also spend an hour daily in a specialized vocational/life skills course. 
Dur!ng this time st~dents are instructed in matters such as career awareness, personal 
hYgIene and groommg, manners, money management, and dietary needs. This class is 
handled by a vocational/life skills counselor assisted by several interns. This counselor 
also works with youngsters on developing postprogram placement plans, frequently 
involving registration in vocational schools. 

Time is set aside every afternoon for recreational activities. With impetus from 
the new program coordinator, Transitional Center is in the midst of changing its basic 
approach t?, recreational therapy. While in the past considerable emphasis was placed 
on competItive sports, staff claimed that these kinds of activities tended to produce a 
substantial amount of negative, acting-out behavior by a number of clients. Attempts 
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are presently being made to teach bastc physical skills such as balance and 
coordination which underlie most athletic activities. In addition, greater stress is 
being placed on physical activities such as dance and gymnastics which do not 
necessarily require intense competitive behavior. Underlying this new approach to 
recreational therapy is t;:~e idea that the mastery of basic sldlls is more conducive to 
increased self-esteem and positive behavioral change than are competitive sports 
which require a degree of maturation and socialization frequently not exhibited by 
students. In the course of a typical day, group sessions tend to follow the recreational 
period. This is followed by dinner and finally one hour of instructional arts and crafts. 

Aftercare of variou.s sorts continues for approximately six months; it can go on 
longer. Volunteers are sometimes used in a big brother/big sister capacity. 
Youngsters may be placed in vocational schools where they are contacted regularly by 
the vocational/life skills counselor. During the first month following termination, the 
child and the parents are seen at least twice by this counselor. This contact is 
continued when necessary for up to six months. 

The extensive use of volunteer sta.ff in a variety of roles at the program is one of 
the advantages Transitional Center experiences from being a court service program. 
The program is able to draw on the pool of volunteers maintained by the Parish Court 
Services volunteer program. In addition to providing Transitional Center with a full 
complement of volunteers, the court's volunteer program also supplies personnel for 
probation, detention, evaluation, and informal adjustment cases. Volunteer help is 
drawn both from nearby universities where students receive course or field work credit 
for program-related activities and from the larger community where individuals 
receive no form of academic credit or remuneration for their activities. 

Staffing Patterns 

Transitional Center employs a primary full-time staff of eleven persons. 
Included in this group are the administrative members of the staff: a program 
coordinator who has a doctorate in education and thirty-one years of related 
experience, an assistant coordinator who has a Master's degree in social work and 
seven years of related experience, an administrative assistant who has a high school 
diploma and six years of related experience, and a clerk/typist. Line staff include a 
counselor/arts and crafts instructor who has a Bachelor's degree in sociology and eight 
years of prior experience, a counselor who has a Be.chelor's degree in social work ~d 
six years of related experience, another counselor who has a Bachelor's degree m 
education and twelve years of related experience, a counselor/recreational therapist 
who has a Bachelor's degree in social work and three years of related experience, and a 
vocational/life skills counselor who has a Master's degree in social work and twelve 
years of prior experience. The program also employs two full-time cooks who have the 
responsibility of preparing three meals per day for all clients and staff. 

The program also makes extensive use of auxiliary staff; this includes both 
supplemental staff who are paid or otherwise compensated for their services (e.g., 
academic credit) by outside agencies and organizations, and various community 
volunteers. The supplemental staff is composed primarily of interns who are M.S.W. 
graduate students (occasionally undergraduates) and nurses. These students handle a 
number of tasks at the program and are usually placed there for a period of six months. 
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At the time of our site visit, six student interns were involved with the program three 
of whom were on a six-month placement and three of whom were on a on~-year 
placement. 

The other important group of supplemental staff are the four teachers and their 
six teaching aides who are responsible for providing the formal educational services 
offer~d ~y the program: . Also providing service to the program are a psychologist, 
psychIatrIst, psychometrICI:m, and .speech therapist. Undoubtedly, the most prominent 
supplemental staff person IS the dIrector of Jefferson Parish Juvenile Court Services 
who devotes considerable time and energy to a number of managerial tasks for th~ 
pro~~am. Another key ~upple~ental staff person is the placement officer who in her 
offICIal role. as a pro.b~tIon offIcer serves as liaison between the juvenile court B..'ld all 
the youths m. TransItIonal Center. When a youth is admitted to the program, the 
plac~ment offIcer assumes sole court responsibility for this client during his/her entire 
stay m the program. 

11. Viable Alternatives to Institutionalization Program 

Origins and History 

. The Viable Alternatives to Institutionalization of Juveniles Program (VAP) began 
In O~tob~r of 1978 and operated for two years. In the absence of continued federal 
fund~ng, It was necessary to temporal~i1y shut the program down to secure ste.te 
fund mg. The program had been primarily supported by LEAA block-grant money 
chan?~led through the stat~, but the federal contribution gradually diminished, 
reqUIrmg state and local fundmg sources to have to increasingly assume a larger share 
of the cost. 

VAP is onl~ one ?f seven sepa~ate pr~grams run by Juvenile Services Program, 
Inc •. (JSP). JSP .I~ a prIvate, nonprofIt multiservice agency located in St. Petersburg, 
:r:lorida. In addItIon to V AP, the umbrella agency runs a diversion project for first­
time offenders, a truancy prevention program, a volunteer friend program a Youth 
Conservation and Commun~t~ Improvement Program (YCCIP), 8l CETA-'sponsored 
Yout.h. ~mployment. and TramIng Pr~gram (!ETP), and a family counseling program. 
JSP ImtIally began In 1973 as a proprIetary fIrm. At that time, the sole funding source 
was the U.S. Department of Labor, which awarded JSP a discretionary grant for a 
pretrial service proje(!t for youthful offenders. The grant was exhausted in 1976 and 
shortly thereafter JSP received another Labor grant to set up a vocational assistance 
center for CE:rA-eligible, youthful offenders. JSP continued to seek additional funding 
for other proJects and gradually the funding base diversified as other progra.ms were 
developed. 

The. pending decision on future VAP funding largely depends upon 1) sufficient 
mon~y: beIng allocated by the state legislature for District 5, and then 2) the district 
admIm~t~ator fo~ the Department of Health and Rehabilitative Services (HRS) 
determ~mng pre<:nsely how the money can best be spent. HRS is responsible for youth 
corrections, WhICh not only includes juvenile institutions and services but also 
probation, juvenile court intake, and parole supervision. ' 

... 1' .... ' _________________________________________ ~~~ ___________ ~ __ .~~_~ _____ ._ 
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During fiscal year 1979-80, approximately $74,476 of federal money came to the 
program through state government. The County Juvenile Welfare Board contributed 
roughly $3,800. Adjunct services for YAP students provided through other programs 
run by JSP amounted to approximately $3,500. These were essentially paid for by the 
county and CETA. Finally, the County School Board supplied a teacher whose salary 
was $12,000. The total budget was $93,776 and the per diem costs were $6.93. 

Point of Intervention 

All youth in YAP are referred by an HRS youth service counselor. Each 
youngster is either on a suspended commitment to HRS or had been placed on 
probation and then committed a subsequent felony offense. The suspended commit­
ment could be lifted if another law violation occurred; this could mean a full-fledged 
commitment to HRS. Similarly, a violation of probation or community control can 
result, after a hearing or admission, in a revocation and new disposition order. The 
new order may include any disposition which could have been made at the original 
disposition hearing. This could include a commitment or a suspended commitment. 
The vast majority of youth in YAP were on a suspended commitment status. 

Referral Criteria 
< 

The formal catchment area included all of Pinellas County, but in practice the 
program primarily served a ten-square-mile area surrounding the facility. In addition 
to having the legal statuses already described, eligible male or female clients had to be 
from 13 to 17 years old, display a minimally stable home situation, and come from 
families offering some degree of cooperation. The intent was to exclude youngsters 
who constantly moved their residence from family member (or other responsible adult) 
to family member, or youth whose families would not allow them to stay at home. 

It was also generally believed that potential participants should not have an 
extensive history of violent offenses, an extensive involvement in the use or selling of 
narcotics, and severe psychological or psychiatric problems. The final admission 
decision formally belonged to the executive director but tended to be made by the 
senior counselor/intake coordinator who recommended what action to take. 

Client Profile 

Since the program was not actually in operation when we visited, records of 
eighteen randomly drawn clients out of approximately ninety served in fiscal year 
1979-80 were surveyed. Of the sevent~en males and one female selected, nine were 
white, nine were black, and the average age was 15.8. Out of the eighty-five clients 
served the first year, forty-five were white, forty were black, twenty-five were 
female, and the average age was also 15.8. 

A review of the randomly drawn records indicated the following reasons for 
referral: one offender with attempted robbery and battery; two offenders each having 
a breaking-and-entering charge; one with strong arm robbery; one with shoplifting and 
a violation of community control; two offenders each having a burglary; one with grand 
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theft;. one with pet~y larceny and aggr!lva~ed assault; one offender with two charges of 
breakIng and enterIng, petty theft, lOIterIng, and resisting arrest; one with attempted 
petty !heft and stro~g arm robbery; one with violation of probation; one with 
possessIon of ~ugs ana burglary; two offenders each having a violation of community 
control; one WIth petty theft and strong arm robbery; one with three burglaries' and 
one with two burglaries and trespassing. ' 

. The offense histories, for the most part, reflected a large number of previous 
delinquency charges. Only foul' of the cases had less than five, and the overall average 
number of priors was 8.2. Most were property crimes, although battery charges and 
aggravated assaults were among the previous charges for seven of the eighteen cases. 

Program Services 

The aver~ge length of time in V AP for eighty-five participants during the first 
year of operatIOn was 144 days. During this time clients are involved in three basic 
components: alternative education, job development, and counseling. The vast 
majority of YAP's stUdents attend the in-house school. Several students attended the 
local vocational technical institute, some worked full time and came to the program 
for counseling, and still others worked and attended some other adult educational 
program while coming to YAP for counseling. 

During the second year the in-house school served sixty-eight of ninety-four V AP 
stUdents. The school provided instruction for three categories of achievement: basic 
education up to eighth grade, intermediate (pre-GED), and GED prep. YAP clients 
attend~d classes !lith stUdents from the other JSP programs, although much of the 
~choolin~ was orIented more toward individualized learning modules than group 
lJ~stru(>tIOn. Group classes, however, were held in consumer education and black 
hIstory and culture. Every student W&3 tested for academic level upon entry, and 
almost all were well below average; perhaps 20 percent had actual learning disabilities. 
Th~re was some use of teaching machines as a way to arouse interest. Instructors 
claImed that some stUdents worked quite well with the machines which could bl"! used 
to reinforce materials already introduced by a teacher. These machines were a 
valuable source of variety in thti course of the school day. 

Common subjects taught were reading and mathematics, although whatever else 
the pu~lic sch?ol system required for promotion could be provided. This included 
recr~atIon WhICh could be put towards credits needed for physical education 
reqUlre~ents. Th~ school also ran a self-expression group which might involve 
dramatic presentations, filmstrips followed by discussion, writing, working on a 
newspaper, etc. 

The sch?~l was considere~ an official part of the local school system, with 
stUdents receivIng regular credit for the subjects they took. Records specifying 
cor.npleted work along with a recommendation for grade placement accompanied YAP 
stUdents who ~eent~red th~ regular public school system. In addition, a school diploma 
could be obtamed If the fmal requirements were met at the JSP school. There were 
two full-time teachers who closely collaborated and communicated with the counselors 
and progra~ coordinator. The teachers, although paid for by the local school system, 
were recruIted, screened, and selected by JSP's executive director. 



;.-~, 

, I 
I 
I 
I 
I 
J 
I 
I 
I 
I 
I 

I 
I 
] 

] 

] 

1 
] 

1 
I 

I' t 

-219-

A token economy system, utilized primarily by the teachers, was instituted in the 
fall of 1979. Points were awarded to students for exhibiting positive behavior in 
school-related activities and groups. Early in the operation of the program, accrued 
points could be used to earn the privilege of leaving early. Later, however, it was 
decided this practice was unfortunately reinforcing the idea that the program was a 
place students would prefer not to be. In this seMe, the proglL'am was promoting (or 
literally rewarding) the notion that the services and guidance provided l'epresented a 
burden to the client rather than a valuable resource. 

Consequently, the system was changed. Points were subsequently used in an 
auction which involved bidding for goods donated by local department stores and 
businesses (e.g., sporting goods, playing cards, albums, tee shirts, concert tickets). The 
point card was made to look like a checkbook which required balancing as points were 
used to make purchases. In this way, stUdents became accustomed to using basic math 
in keeping track of point balances and become familiar with exactly how checkbooks 
work. When items are purchased at the auction, stUdents write out their own check for 
the designated amount of points bid. 

There are eight categories for which points can be earned: on time to class, on 
time from break, respect for staff, respect for peers, working before 10:00 a.m., 
working after 10:00 a.m., group involvement, and bonus. An "O.K." is given one point; 
and "X" is given no points. The points are totaled each day and then summed over the 
entire week. Points not used in the weekly auction are carried over from week to 
week. 

During the second year of program operations, group counseling sessions were run 
by counselors for clients on their own caseloads. These sessions occurred once or 
twice a week and involved the use of the peer group and peer pressure to attain an 
understanding about behavior, feelings, and problems. Peer interaction and coping 
strategies can be used by counselors as a basis for further inquiry and insight 
development. The group sessions also permitted more counselor contact with the 
fifteen to twenty-two clients on each caseload. 

During the first year of operations, an intensive group-counseling approach 
utilizing confrontational techniques was established, particularly for more aggressive, 
predatory, assaultive, or defiant youngsters. Some youths were placed in the group 
upon entry into the program; others were brought in later for an indefinite period of 
time; others might be included for a one-time-only exposure. Automatically excluded 
were youth who were believed more emotionally unstable and fragile. In the intense 
group (as was also true for other groups), the facilitator would assess each stUdent on 
participation (active or passive listener, contributor, disrupter, active enthusiast), peer 
interaction (confronter, supporter, accepts or resists feedback), response to the leader 
(accepting or resistant), and communication (shares feelings, can't articulate feelings, 
afraid to risk feelings). youths not in the intensive group participated in one of a 
number of other groups which met once a week and focused on particular areas such as 
parent-child <.~ommunication (a f'amily group), peer interaction, and substance abuse. 

The intensive group was eventually abolished. This was due, in part, to added 
administrative responsibilities placed on the primary worker who led the sessions, the 
lack of a staff person(s) to handle the role of intensive group facilitator, some negative 
feedback from HRS, and occasional family disapproval. 

--------~--------------------------------------------------------------~--::~ 
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. Individual counseling varied from more intensive work requiring at least three 
seSSIOns a week, t~ moderate work involving at least two sessions a week, and minimal 
work us~ally meetmg o~ce a week. The schedule for individual counseling was initially 
set ou~ ~n the c~e se:vlce plll;n which could be modified as needed in weekly staffings. 
In add.ltIon to diSCUSSIng o~gOIng concerns and behaviors, other counseling goals were 
established at these s.tafflI!gs. These goals might include dealing with self-f)steem 
problems, . peer ~elatl~nshlp, responses to parental supervision, drug or alcohol 
gepend~ncle~, copmg WIth anger, etc. Various techniques or strategies that were used 
m dealIng With these problem areas were ordinarily left up to individual counselors 
although wee!dy case ~eviews presented regular opportunities for counselors to solicit 
help and advl~~e: Act~ng as advocates, counselors also accompanied their clients to 
court and partICIpated In all legal proceedings which arose. 

Family work was initiated in more than half of the cases. It was frequently 
arr~~ged at the outset as part of the case service plan. Sessions might occur at the 
facility ?r at the home; at times the executive director or deputy director might 
become mvolv4:!d. Regular contacts with the families always took place in order to 
p~e~ent . progress reports, t? make inquiries, and to spot early any developing 
~Ifficultles. Separate behaVIoral contracts regarding conduct at home were estab­
lished for. som.e of the Clients, particularly younger ones. Youngsters experiencing 
problems ~n the s~hool program were sometimes asked to take home a daily assessment 
report which reqUIred a parent's Signature. 

The job .develope~ wo~ked ~ith those YAP clients who were going to be working 
full .o~ pa!t tl.me: Th~s mIght Include developing skills for filling out applications, 
partICIpatmg.lJl ~tervlews,. an~ ~eciding what kind of job to look for. The job 
dev~loper ma.mtamed.an aC~lve listing Of. potential jobs and actually took youngsters to 
variOUs .10catIons for mtervIews.. After Job placement, the job developer continued to 
meet WIth the youth onc~ or tWIce a week to monitor progress. If the job placement 
proved unsuccessful, the Job developer would then seek out other job possibilities for 
the youth. Car4:!er exploration trips were also conducted for groups of youngsters. 

Eligible youth were able to make use of the other job programs run by JSP such 
as the Youth Conservation and Community Improvement Program. This program 
pl~ced clients in union apprenticeship positions and on construction jobs. JSP also ran 
a Job-developm,ent workshop. This CETA-supported program paid for youth to attend 
the JSP school and a tw~-week w~rkshop emphasizing career exploration, preparation, 
and development. Vocational, aptItude, and interest tests were administered and used 
to ~etermine individual client's strengths and inclinations. Use is made of aUdiovisual 
eqUIpment and role playing in order to practice and sharpen skills. 

. In or~er tIt) finish VAP successfully, the students had to work with their counselor 
In developI~ .ELn aftercare pl~n •. This involved either enrollment in public school, 
place~ent In Jobs, some combmation of the two, or entry into a vocational or adult 
educatIonal program. Thirty days after termination, the counselors did a check on 
each of their cHents. This contact typically involved a call to the home to see whether 
any other law '~iolations had occurred, to determine if the youth was still residing at 
home, a.n~ ~o dIscover what the youngster was doing with his time. These follow-ups, 
largely InItIated for the purpose of evaluation, occurred three months six months and 
one year after graduation. Ordinarily, once a youth completed the ~rogram, HRS no 
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longer exercised legal authority, although in a few cases the youth might remain on 
probationary status. 

Staffing Patterns 

Since VAP was not in operation at the time of our visit, the staff information 
obtained reflects a situation in which personnel may not have occupied the stated 
position for the duration of the program's existence. Therefore, the data presented 
tends to overstate the number of workers employed in the program at a single pOint in 
time. Over the course of the two years VAP operated, a total of seven persons staffed 
the program. Included in this number were those who changed or terminated positi0!ls. 
There were two white male counselors and one black female counselor, all holdmg 
Bachelor's degrees and ranging in age from 28 to 32. One of these male counselors had 
been the job developer before a young black woman took the position. Two persons 
held the position of screener; both were white high school graduates. The executive 
director who has been at the agency for six years is a 45-year-old white male with a 
Ph.D. in psychology. 

A number of the staff work at V AP at no direct cost to the program. Included 
are a black male program coordinator/deputy director with a Master's degree in 
counseling and two white female teachers with Master's and Bachelor's degrees 
respectively. Other JSP staff involved were the vocational coordinator for the job­
development workshop and those individuals working with YCCIP, YETP, and the 
Circle of Concern program (medical, dental, optical, and food provision). 
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