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felt that they should be receiving more hard-core cases, i.e.; somewhat older youths
with arrest histories of more crimes of personal violence. Coupled with the fact that
the program was operating only at 50 percent of capacity and that Hispanic juveniles
are disproportionately represented among referrals to court, out-of-home placements,
and the more serious chronic offender group, there is a clear indication that Esperanza
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 months.
Major components include close monitoring of client performance at local public and
alternative schools; individual, group, and family counseling; regular, frequent home
visits; and the inculeation of ethnie pride and cultural awareness. The general thrust
of the 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 zero to three
points per eight~hour shift in each of eleven categories over a twenty-four hour period.
Three is the best rating, and zero is unsatisfactory. The youth supervisor on duty has
the responsibility of rating each youngster. A resident is scored in the following
categories: attitude, relationships with others/arguing with counselors, chores, room,
personal hygiene, waking up and going to bed, smoking, 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 resident progresses
through three discrete program stages. Advancement is marked by increased physical
mobility, additional privileges, and increased responsibility. Stage one, designed for a
minimum of four weeks' participation, permits no outside activities for the first two
weeks except school and work. Telephone privileges are restrieted to calls to parents,
caseworkers, probation officers, employers, and teachers. The use of radios and sterec
equipment is not permitted. Family visits to the facility are permitted after two
weeks. Unless otherwise authorized, residents must be accompanied by staff on all
irips 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 park or
nearby stores with staff permission are allowed three times a week; ownership of
radios is permitted; and after one week a twenty-four-hour home visit is granted.
Eighty-five percent of all obtainable points are required to advance to the next stage.
Stage two is designed to last a minimum of three weeks. The final or third stage
involves preparation for release and placement. A number of old privileges are
expanded, and some new ones are introduced. For example, home visits are permitted
every weekend. These weekend visits are clearly viewed as a privilege which must be
earned. Parents are asked to fill out a form about the child's behavior after each
weekend visit. In this stage, 90 percent of all obtainable points must be earned to
progress to the next week. Consequences for violation of house privileges can include
loss of home visits, restriction on weekly aectivities, receiving no points, loss of
privileges, extra duties, referral to court, or expulsion.
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In its quest to develop culturally appropriate treatment mo

selectegj a predom_inantly Chicano staff to proin)de role models foxr‘n agf]l?c:) glinzggﬁéﬁ
Egetreszde'_nts. _This strategy assumed great importance since it is linked to the belief

at ethnic pride angl cultural identity should be appealed to, if not ineculeated, in
attempts to communicate with minority youngsters. In addition, the assumption ’was
made tlgat havmg an exclusively Hispanie eclient population increased the possibility of
gene.ratmg:' cohesion between residents and staff. The widespread perceeption that the
do_mmant Ang}o" power structure constituted a prejuuiced and diseriminatory power
elite caused this assumption to be especially meaningful.

Regularly scheduled individual eounselin sessions are lar ibili
of the eclinieal director. On oceasion, studergt interns with gri?ilga;cgew?rsl? c;lr:SIS!:)lclsliz
work or edueational psychology will run these sessions. Individual counseling cccurs
once a week and frequently emphasizes the need for a youngster to assume
responsibility fpr his unlawful behavior. Stress is placed on a youngster's ecompleting
the program without getting into further trouble. The argument was made by staff
that some youngsters' low self-esteem can be attributed, at least in part, to the
subordinate status attached to being Hispanic in a larger "Anglo" system domi;lated’ by
ghe Mprmon Church. Couqtering this tendency requires the promotion of eultural pride
in l_aeu_lg part of an ethnic group whose members are able to rise above perceived
prejudices and ol:{talp responsibility, authority, and respect from the "mainstream"
culture. These principles seem to be communicated to the residents through unspoken

or visual messages by other Hispanies who have achi
¢ eved some de f
are able to funetion well within the larger system. sree of suceess and

Providing an opportunity for these youngsters to identify wi ispani
role modgls is theught to help neutralize ythe g[:woblem of "scagegv'\g;lt]inﬁgn’ﬂ?if%‘;?;’
refgrs to th_e tendeney of blaming all problems on diserimination by the larger society.
whﬂg refumng to aceept any personal responsibility for either past misconduect oz"
poss;ble self-improvement. In eases where low self-esteem is not necessarily tied to
feelings .of powerlessness arising from ethnie diserimination, it is still beneficial to
have positive, {adult role models. Such figures can help these youngsters toward goals
such _as reducing antisocial behavior, resolving family problems, and reacting to
conflict and tense situations in a thoughtful fashion. ’ ¢

Group sessions are conducted once a week b ini i

. § : y the clinical direetor. These
s&ssions proy1c}e a setting to deal collectively with general poliey issues (e.g., prograsm
rules, restrictions, and privileges) and with matters relating to responsible behavior

and attitudes, client conflicts, progress in seh i i
Drovolking 4o éussion. s prog ool or work, and other topies useful in

Family work entails two or three visits a month by the eclinieal di
yogth’s home. At the outset, the goal is to establish rapgort and devzlo;r:ittglgtg%nﬁgg
which can serve 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
dgvelopment of trust and the aceeptance of advice. More substantive matters can be
discussed later once the proper groundwork has been laid.

All residents are required to attend either i i ol i
' ; 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 are not provided by the program. wnce a client
leaves Esperanza, he iz frequently still involved with the court. This involvement may
consist of either nominal probation supervision or a tracking program. Prior to
graduation, arrangements are usually made by the program to provide youngsters with
some kind of school program or job.

Staffing Patierns

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 (cne 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 one high school diploma. Three of
the nine staff members are women; the staff ranges in age from 22 to 51 years with
the average age being 32 years.

3. The Florida Keys Marine Institute

Origins and History

. Chartered in 1976 as a nonprofit corporation, Florida Keys Marine Institute
(FKMI) is one of seven marine-oriented programs in Florida, constituting Associated
Marine Institutes (AMI).. AMI's origins can be traced to 1968 when two juvenile
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
activities 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 sehool supported largely by CETA funds.
The school provided vocational training, educational tutoring, and counseling for
students from the Florida Keys who were troubled, confused, or unable to function in a
standard classroom. Due to & cutback in CETA funding, a problem emerged about the
continuation of the sehool. Around the same time, however, interest was growing for
the establishment of a small residential program for delinquents to serve Distriet 11 of
the Department of Health and Rehabilitative Serviees (HRS). This area included
Monroe (containing the islands of the Florida Keys) and Dade Counties (in which Miami
is located). Monies were to be made available from funds obtained by closing down one
cottage at a state training sehool. Discussions tock place between AMI and
representatives of HRS coneerning this proposed project. An initial 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 nhomes 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.

b 8
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Excluding costs associated with the nonresidential alternativ
bgdget for the regidential component amounts to approxim;tely e$2s§207%16.the’rgee a;g
glem costs are e_st_lmated at.about $40. Over three-quarters of this fun’ding is derived
trom HRS _Addltlonal funding related primarily to the residential population's use of
he alternative school comes: from the county and involves a state subsidy. Finally,

private donations, both monetary and in-kind (boats), plus mo .
. ! n
clients constitute the remaining funding sources. ' P ey paid by out-of-state

The AMI ceentral office receives a set amount of HRS funds eac
Yout.hs in the re§1dent§al component of FKMI, Approximately 20 percgn?zr}t?hzoxﬁgg
subsidy goes !:o_AMI with the remaining funds being channeled to FKMI. In return, AMI
provides training, procures and negotiates contracts, offers administrative, and
technical assistance, performs evaluation, and supplies computer services to FKMI.

Point of Intervention

HRS is responsible for all juvenile institutions and servi

] ¢ L 2 ervices as well as for all

lg;robatlon services; the latter. mpludes juvenile court intake and parole supervision.

Htggc?s unde_r 18 whg are adjt_xdlcated delinquent can be committed by the judge to
or an indeterminant period of time until discharge or a youth's 19th birthday.

FKMI's residential component is designed exclusively fo judi :
. r ad
have been committed to the custody of HRS. Y judicated delinquents who

Referral Criteria

_ Although the formal catchment ares for FKMI's residential i

entirety of Monroe and Dade Counties, in practice the progra(igmgx?:vigt alfmg;et
equusw.ely from Dade County. These referrals come predominantly from Miami
which is loeaf:ed approximately 160 miles north of the program. The virtuai
nonrepresentation of Monroe County youth was explained by the fact that judges in
that county are reluctant to commit youngsters to HRS except in the case of
extremely serious violations. Given the relatively few commitments to HRS from

Monroe County, very few placements of th i
residential com p’onent. b ese youngsters are made in FKMI's

Youths are selected and referred to FKMI by the placement ccordin
Mgle yquths l?etween tt.le ages of 15 and 18 who ha\lr;‘)e been adjudicaie?%gfogeﬁgss.
crimes ineluding chronic property and assaultive offenses are eligible. However
youths who have exhibited severe or chronic assaultive behavior are not likely to bé
referred. Alsc excluded are youngsters who are not interested in marine-oriented
programs, are not able or willing to participate in water activities, and have severe
emotional disturbances. Another factor considered in the referral decision is whether
a youth should be r-emc?ved from his home environment. Referral considerations also
include efforts to maintain a racial and ethnie balance, to snalyze the behavioral
aspeets of each youngster, and to consider the judicial recommendations.

The placement coordinator maintains close contact wi

. - with FKMI through the HRS
ha1s.;)nb.c.ounselor who works at EKMI and notifies the placement coordir;gator abou?:
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 econtact with
the HRS field counselor. 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 wrl.tt_en Ju§t1flcat10p to HRS. I-.IRS
has the right to appeal this rejection to AMI's adxplmstranve 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 thfa program.
Information was available for seventeen of these youngsters. They x:anged in age f1:om
14 to 17 years with the average being 15.6 years. Twelve of the re51dgnts 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'bbery. and aggravated
battery with seven priors; one attempted armed robbery with nine priors; t:our
offenders each having a burglary charge with four, six, seven, and ten priors
respectively; one burglary and theft with eleven priors; one burglary and grand thgft
with eight priors; one battery with three priors, one carrylng a cgncealed waapon with
three priors; three offenders each having a violaglon of probatlop charge w1t.h two,
nine, and eleven priors; two offenders having violations of community 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 tr.le. courts in lieu .of
commitment to the custody of HRS. Failure to comply with conditions of a community
control placement ean result, after a hearing or an a@mlssnon, ina revchtlon gnd
issuanece 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 covgred the perio.d frqm
December of 1979 to April of 1980, client participation in FKMI'S' res1§ent1a1
component lasts on the average slightly under six months. The execut}ve dlregtor
indicated this period of invclvement had been reduced recer:tly to appro;nmate!y four
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 t.he
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 potpntlany yal_uable
vocational skills and avocational interests. These goals are achieved prineipally
through an eduecational program emphasizing remedial acade{nics, conventional course
work, and marine-oriented subjects; practical field experience (e.g:., r:efurbls_l“qng,
repairing, and operating boats); organized activities and trips (e.g., swhaming, 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 foree 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 displaved Consistency and Performance
Chart. Anywhere from one to five points can be earned for conduet and for
participation in each class, task, or activity. A maximum of ten points ean be earned
for each of the three class/activity periods over each weekday; on weekends a
maximum of forty peoints 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
eriteria 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. Family
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 schoel 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 eore courses of a
purely academic nature (reading, spelling, writing, mathematies, 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 resuseitation,
survival swimming, water safety, marine maintenance, and basiec 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 topies and tasks. Four instructoir-zounselors teach
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classes in the various marine-criented 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 cecur 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 Community
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 eentered 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 topies including level
advancements, program policies and procedures, and the quality of staff and eclient
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 eounselor in the client's community. Since these youths
are approximately 160 miles from home, logistiec 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 counselyr. Once the terms
are set for the furlough, they are detailed in a document by tle 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 2 diving teacher. Four instruetor-
counselors are responsib!z for the marine science, seamanship, and aquatic activities.
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Finally, there are six dorm counselors who live at the faeility. 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 PORT (Probationed Offenders Rehabilitation and Training) Boys' Group
Hom_e opened in May of 1976 as an important addition to the agency's larger youth-
serving efforts.  Already operating under PORT's service umbrella were the
Correptiops 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—privete individuals and eriminal justice professionals—to provide
alternatives to inecarceration for juvenile and young adult offenders.

Principles established for the agency at the time of its founding include:
(1) Iopal alternatives to imprisonment can be more just and humane without increasing
the risk to publie safety; (2) the reliance on imprisonment as a sanetion for most crime
is meffe_ctwe and should be reduced; (3) local correctional services ean be provided at
substantially lower cost; and (4) PORT programs and its philosophy of corrections in
the community can be duplicated in other jurisdietions. These four prineiples have

c??ti?ued to form the basis of PORT's correctional philosophy and programming
efforts.

Two local distriet court judges from Rochester, the prirne 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
Correct;ons for the state of Minnesota at the time of the passage of the Community
porrectlons Act, was appointed as the first executive director of PORT and was
mstrumental_ in planning and opening the first element in the agency's larger umbrella,
the Corrections Center. Launched in 1959, this program occupies a building on the
grqunds of 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
cases than was possible under traditionel probation. Currently, the program is
available to juvenile and young adult males referred by the juvenile and eriminal eourts
in Olmsted, Dodge, and Fillmore Counties. In 1973, a second eiement in PORT's larger
array of services, 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.

The PORT Boys' Group Home, which ogenegl in the spring of 1_97 6, dlgvlglzt;t;g nl:':l alﬁ
attractive, two-story, single-family dwelling in a recent ho%ls:trllg b Suensts
southeast Rochester. Nothing about the exterior appearance o e The ororeting
that a residential program for delinquent yo_uths is housed therc(a!.a ttoring of Targes
e lests ml0 Sths’ Oghign%i;girggi };?'I:aesapgg::rsa tcss be overwhelmingly

ilding complexes. _ a8 a :
:r%%zzmaiztrﬁ%%?;nglass WEi)th no signs of any deterioration in the housing.

3 1
During the calendar year of 1979, finaneial support for the operatmtr_l of l:gg Eg;;sf
Group Home was drawn from two primary ;ourgg(s}. Out of f?' tr(r)xtatlh Zpeoril ml;lé . Cg0 ey
jori i 48 came fro )
$52,360, the vast majority of funding, ,360, e e ity
t of Social Services. This county social welfare €
dD:xg:ZEimg'%m state government revenue s?{amngih Tg]er ereergc;aulﬁicli]gs i@,(})}ﬂgd ;ve&:SFiill%)élreec,]
i i Act. Here, the more
o Clatead tave oo Co_rrec‘t.lons i : ity corrections system whiech is
Olmstead have combined into a single community e
gflectively eligible for funding under the Community Corrections Act.

i intaini in the Boys' Group Home is
timated cost for maintaining a youth in d !
a‘pro;f:ilr]r?a.tzsly1 $23 per day. This figure compares quite favo?ably wn:ht t};g gsogtpglf"
rr?aintaining a youth at the Red Wing State Training School which amounts
day.

Point of Intervention

Youths entering the Boys' Group Home are dragwn tgrirpari%lsirl é‘r’?érllwzv?nr%t:gggl
i i d either by the juve ] re,
sources. Most potential clients are referre o Boogey
i i the Olmsted County Department
Fillmore, and Olmsted Counties or by e o o
i i d to the program by th
Services. On rare occasions youths are referre ) T o o
e j iles entering PORT via the courts, Vi ]
D adionted th:,. et o e laced on probation &s an alternative to
adjudicated delinquent and have been pla " DRtion 5 o alermative o
i tion. These offenders have generally been g ith
i tericu ats g Pihey would hava beon in most nstances o mitted to
as PORT had not been available, they would ha : . i stonal Pootlit,
i lacement in a juvenile corree :
the State Department of Correctlons_for p ctional factity.
i ferred by the County Depar
In contrast, in the case of youths being re  Sounty Department o Soclal
i ly have any of these youngsters: been charg A enses.
%esrl.l‘:l(i;f,tl::;ehzve engageyd in various misbehaviors quahfyn;f :} Sst;;;;;sr é)f;‘;z?sézsoftgge
' ili Under these cireumstance rds 4
o ot o o ial Servie di tivities making it difficult to
: nt of Social Services are engage 1in ae C
Slzl}lrrl‘gin])fl?:r;t?;etheir own homes, their social service caseworkers refer them directly
to the program.

The small percent of youths referred by SCh:OISI?‘n‘?h palr;gg% hg:glﬁlénc;?:r:exgz
judi i i j ile court. e f
been adjudicated delinquent in the Juveni 4 tooie PORT raoility were mot
ilable for these youths who are benqg referre _
:‘c;;id?cation or social service custodianship, they wm:nld.probablsfC l;ﬁngﬁc:i ;n some
type of noncorrectional, residential treatment center within the eate .
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Youths referred to the pbrogram as soeial serviece referrals are only drawn from
Olmsted County, whereas youths referred by any of the other sources—courts, schools,
and parents—might reside anywhere within the three-county catehment area of
Olmsted, Fillmore, and Dodge. At the time of our site visit, all of the youths in the
group home had been drawn from Olmsted County. This fact was not surprising since

most of these clients had been referred by the Olmsted County Department of Social
Serviees.

Ideally, PORT aims for & mix of clients which approximates 75 percent juvenile

court cases and 25 percent county social service cases. During the calendar year of
1979, however, the ratio of eourt and social serviee admissions was alinost exactly
reversed. Out of a total of twenty-three youths admitted that year, sixteen had been
sent to PORT by county soeial services and only seven had been sent by the juvenile
court. This reversal suggests an important change in referral policies.

Referral Criteria

The formal catechment area for PORT's Boys' Group Home is the entirety of
Dodgs, Fillmore, and Olmsted Counties with the majority of referrals coming from
Olmsted County where Rochester is located.

The intake criteric enumerated by PORT f
(1) males between the ages of 13 and 17 years, (
area, (3) must not be retarded, (4) must not be s
not be chemically dependent, and (6) need not h
custody or probation. Surprisingly, although the program eclaims to have been designed
for the treatment of serious juvenile offenders, no mention is made in the list of intake
eriteria either of the severity or chronieity of delinquent behavior.

or acceptance into the program are:
2) residents of the formal catechment
everely emotionally disturbed, (5) must
ave experienced court action regarding

Of all youths referred to the program, approximately 90 percent of these
potential clients are accepted. The decision about whom to admit is made by the
program's intake committee which is composad of the Group Home's two codirectors,

PORT's executive director, and a representative of the ageney making the referral.
Admission of any client requires a majorit

sy vote of the committee. Usually, the
decision of whether or not to admit is made

within twenty-four hours after the youth is
referred to the program.

A written service plan is developed shortly after the youth is admitted to the
program. The guidelines for treatment spelled out in the plan result from the
collaborative efforts of the youth, the houseparents (the group home's two codirec-
tors), a representative of the referring agency (typically, a probation officer or social
serviee worker), and the parents of the youth if they are available for consultation. In
this document are specified both the short~term and long-term goals which the client
is expected to achieve while living in the home. Once formalized, this service plan is
shared with the referring ageney and the client's parents,

Client Profiles

The maximum capacity for the Boys'

Group Home is eight residents plus one
emergency slot for youths who need emerge

ney shelter. For example, runaways who

S S S
o o



i |

[N

[

ey

E rantie.}

Fm—— P

-173-

i t the local detention center
icked up by the police but canpot be housed a
gizetcl:) ?cgtgl:tatuteps cserm be kept temporarily at the program. Emergency shelter can
be provided for three days.

i i isi i iding in the home. They
e of our site visit, seven clients were resi 4
range::? tinths:“\getlIil}rom 13 to 16 year’s and avgraged 14.3 years. R&lcxallly,t ;lz)ec%z%utg
consisted of six whites and one Native American. Out of the set\lr%n, o(r)xuséh jo Shlents
hed been referred by the juvenile court. One, a l4-year-old whi g yith {h had been
adjudicated for aggravated assault anddhabd prev1(;).t1sc,11i3‘73 e?c?dn ?(r)lfriitowtheft an.d e
other a 16-year-old white youth, had been adjud ) ; rrals- e o prtar
i i lary. All five social service refe
D eords £nd o cvery sane xcapt - i 1 behavior) had been referred for
and in every case except one (deviant sexua

gigggsd ° offenses. These charges ineluded -two instances of truancy and two of
incorrigibility.

Program Services

Designed as a family-teaching model program, .PORT's Boyts:;;‘ ?ilcggo }:]?gll?c
provides a residential setting in which gpecial erlilp}l:ag}ils pg:nes?dzr;ablee attent[i)on i
i i its.
of life skills and the improvement of personal ha AN
i i behavior. Staff members poin
directed to teaching the value of cooperative v : e . e o ssonebly
works best for delinquent and/or acting-ou you ) .
gzigﬁ;gg%r:pt, are not excessively hostile, :lntg ar?l n:r:: f‘zr;zlbzcr:ssil:;sanz ]it:n tcshal?ag:e
length of stay is 129 days oug :
rTélria{arYeegaiiethe grogram for as long as 420 days. _The hom'e is mat:ggeegi:gc?ogog%%
married couple who serve as houseparents. Along with PO_RT s executiv y
couple assumes the role of prineipal counselors for the residents.

ivi i i ili in this program. The extent
1, group, and family counseling are utilized in
and ni?g;‘:%}aéo%;se%’ng in which each residen? pagtlfalgates fﬁpir]}isn %:rieéztuggge&z
service plan developed followmg intake. !
icr?c?ifggfla?fco?:se]ing on E daily basis. These sessmr}sf areI p;rggzziycl;eg:sgi&)grmuzhzﬁg
i ber of the staff. Indivi ‘
iy e o of a1 oy essit hich oceur at any time in the residence.
assumes the form of casual rap sessions which ean T aoumseions the oty
i techniques employed vary fm{n counselor A H i
Zg:sispérrgc}cﬁzrmese stregsed are providing a positive .rc_>1e model, teachlr'ltg re}::;;’; rilti:a‘i
skills, and developing behavior vital for group }wmg. The ‘cermh ex;vx oduoing
thera’py" was used repeatedly by staff in deseribing these approaches to p
significant behavioral change.

i i ions run in the home. The
h the same approach is employed in the group session 1 T

housegﬁal;:nts usually sggervise these groups where adaptive sf_:ratefgles §9rc5;§i|£‘ hvmé
and household management are the most eommon topies .tc‘n- 1s‘i ular"outh
interpersonal problems arise between several parhclpanys anq/or i afpgrg RcT wili( ten
is having special difficulties affecting others, t&e exe_c;xl‘lc;:e dﬁf(é%);n%s tn toe prosras
in and run the group sessions with a focqs on these issues. ,
1rillust partieipatgrin group counseling; sessions are held twice per week.

Family counseling is also a regular activity at the home. The ?om;sigargxﬁisnlggwgﬁ
responsibility for supervising these sessions in which about one-half of the

| o
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the program are involved at any point in time. The approach taken is not any form cof
classie 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
Suceessfully 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 probiems exist between family members, ones requiring
prolonged and intensive intervention, the family is referred to the loecal mental health
center to participate in more traditional forms of family therapy.

Activities are organized at the program so that durin
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 spend the entire
weekend each week with their parents,

g a typical day the clients

Formal educational needs of the residents are
Rochester publie sehool system. A concerted attempt i

the same school he was attending before he moved i
informal eontact is maintained b

schools; communieation vi

met by making use of the
s made to keep each client in

erable academie difficulty at

school, he may receive individual tutoring from staff members at the home.

Progress through the program is measured b
stated in the service plan. E

progress of the client; this
representative of the referring
graduated from the program.

y successfully meeting the goals
very month a case conference is held regarding the
meeting regularly involves the houseparents and a
ageney. Upon completion of all objectives, clients are

Negsative 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 oceurs, the executive direetor 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 behaviop 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.
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The program does not assume responsibility for providing any follow-up or
aftereare for the provision of services. But, as part of graduation planning, individual
clients may be referred to other community agencies for counseling, vocational
training, and job placement. Attempts are made, however, to follow up graduates for
the purposes of evaluation. This procedure is handled informally through contaets with
parents, probation officers, and soecial service workers who have a basis for continued
contact with clients after graduation. Those clients who have been referred by the
courts and are subject to the conditions of the Community Corrections Act are
followed by a computerized tracking system.

Staffing Patterns

The full-time staff for the Boys' Group Home consists only of the two
houseparents. In PORT's table of organization they are referred to as codirectors of
the group home. These individuals are assisted on a regular basis 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 manage the home on
alternating weekends and one evening per week. They also substitute for the regular
houseparents during vacations. Typing and bookkeeping needs are met by a seecretary
and office manager who are employed to work full time at the Correctional Center and
extend their services on an as-needed basis to the group home.

Other than the executive diréctor who has five years of previous experience in
working with delinquent youths, the remainder of the staff had virtually no previous
experience in working with this kind of population. Edueationally, the executive
director had a Bachelor's degree; one of the houseparents had an Associate's degree,
and the other had a high school diploma.

At present, this staff is augmented by two volunteers who tutor the residents and
also lend a hand in recreational activities such as fishing, camping, and going to
movies. These volunteers are young adult males who are themselves residents of the
Correctional Center and are providing these services as part of a court-imposed

restitution order.

In part, the small size of the staff reflects a theoretical commitment on the part
of PORT to a particular notion of what a community-based program should strive for.
The central issue is that such a program must be characterized by a high level of
interaction with the community in whieh it is located. Efforts should constantly be
made to encourage clients to locate available local services such as mental 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. Vindieate Society

Origins and History

Vindicate Society is a residential program for delinquent youths, located in
downtown Newark and designed to provide a wide range of rehabilitative servieces for
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serious juveniI‘e offenders drawn primarily from the inner city. Th
program, Benjamin _Amos, began to draw together the va.r?ous etleert;:):r?‘gserf:f g}xg
program in 1971 while working with delinquent youths in an inner-eity housing project
in Nezwa}rk. He .operated 'this precursor to the present program from a tenants'
ﬁssoclatlon room in the projects for almost two years without funding. Previously, he
ba:l }!laeen employgd as an outreach worker by the YMCA in the inner city of New;ark
ﬂl]l. d%? }eft that job in order .to pursue his own ideas about the best way of impaecting
is di flcult_ teenage population. As he pointed out, during the early 1970s very few
programs .ex1sted in the inner city of Newark to provide treatment for those delinquent
youths being commlttqd in large numbers to secure correctional facilities.

The program was officially launched in 1973 durin, i ini i
v g the Nixon Administratio

;Nhen Mr. Amos obtained an LEAA grant for $500,000 under the auspices of the Higlr“l1
mpact Antl—.Cmme Leglslzr:tlon. Shortly thereafter, Vindicate Society was inecorpo-
rated as a prlyage, 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 {inancial support for su
program efforts was obtained from the State Division of Youth gﬁd Family bsseer?rl;zg;
(DYFS) In part, the reason why additional funding from subsequent, federal anticrime
mlt%atlves was not a.vallable to the program was organizational confliet. Vindicate
Society had epgaged 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. A
icall ! . Amos t
the initial High Impact Anti-Crime funding. Pre ® to develop the proposal for

The funds obtained from the Division of Youth and Family Services di
ai‘low the program to continue without any cutbacks in serviceS;. Fro(:nsad;gic;oguegge:’;
o $530,900 in 1979, DYFS provided the bulk of funding, $480,000. Additional funding
sources 'mcluded srqall private foundations such as the Florence and John Shuman
Foundatgon, th.e Victoria Foundetion, the Terrell Fund, and the Lillia Babbit
Foundation, which collectively provided a total of $20,000. The Essex County Board of

Education i i .
program, supplied $30,000 to reimburse for the cost of meals served to clients of the

Th . ass . o arse a8 . . X
day. e cost of maintaining a client in Vindicate Society is approximately $30 per

Point of Intervention

Vindicate Society was created to i i i

' ) v ) provide a community-based, residenti
ialterr}&ltlve tg.mca_rcera}t{on for juveniles adjudicated for ser;ous off:enses or fg%-
juveniles awaiting disposition who have been charged with serious offenses. With only

a few exceptions, youths entering the program are pl
aced there as
order and are on probationary status. d  result of & court

|
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The vast majority of referrals are youths who have been adjudicated delinquent,
placed on a suspended commitment status by the judge, and sent to Vindicate Society
in lieu of incareeration. A small number of youths in the program have been referred
to the juvenile court charged with status offenses and have been adjudicated as JINS
(Juvenile in Need of Supervision) cases. They are placed in Vindicate Society because
they lack a satisfactory home setting to which to return and in most instances have
had extensive contact with law-entorcement agencies. Given their past histori¢s, the
court has decided that they need close supervision. An equally small number of
referrals to the program are parolees for the youth correctional services. As part of
their parole planning, officials decided that these youths would benefit from a more
gradual reintegration into the community. These parolees are still legally under a
commitment status to the State Department of Corrections. Finally, a very small
number of youths are referred directly from the ecommunity 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 to 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 custodianship
of the Division of Youth and Family Services, the state agency responsible for
administering child welfare. Most youths who are referred are already under the
auspices of this agency. In those instances where this is not the case, at the point of
court adjudication these youths are placed under the custodianship of DYFS as a
precondition for placement in Vindicate Society. This step is mandatory since 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 fo- Vindicate Society is the entire state of New
Jersey, but the program has employed a referral formula ealling for a geographieal mix
of clients consisting of 57 percent from Newark, 23 percent from elsewhere in Essex
County, and 20 percent from elsewhere in New Jersey. Although initially reflected in
referral patterns, these percentages have not continued to characterize the geograph-
ical distribution of clients because the anticipated scale of referrals from particular
sources has changed drastieally. 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 procedures 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 and
are court-ordered youths under the jurisdiction of DYFS. Other youths who are being
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
inereasing numbers of status offenders are being accepted since some of the previous,
important referral sources have ceased sending youths 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 seleeted 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 unc.vered
regarding the youth's behavior or past history, he will then be interviewed by the
executive 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 l?rofiles

As a community-based, residential program, Vindicate Society serves an
upusually large number of clients at any one 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 for
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 erimes
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 typieal 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 past several
years, up to this point it had had a minimal impact on the referral of juveniles to
alternative programs such as Vindicate Society. The primary reason for any changes in
referral patterns has been the result of interorganizational conflict.

Program Services

Vindieate Society is perceived by its staff members as a therapeutic community
utilizing a synanon-style approach for inducing collective change. The individual is
viewed less as the focus of eoncern 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 state’s
juvenile correctional facilities.

Principal programmatic components in Vindicate Society inelude 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 contaet with staff members
whose past experiences closely resemble those of the clients.

S ——i
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_ For purposes of counseling, each client upon entrance into the program is
ass1gnec.1 both an individual and a group counselor. These counselors will econtinue to
work with the youth throughout his stay at Vindicate Society. Individual counseling
u§ua11y 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
:f:‘ac}lity. For example, several staff members pointed out that a good place for
1pd1vidua1 counseling to be transacted is the sauna where open, relaxed conversation is
likely to oceur. 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
wl}o are either in the intake or advanced phase of the program (to be discussed later in
:chls 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.

Thefse meetings are supervised by staff 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 b.een 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
elients. 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
centéer of the room where he must respond to comments from all of his peers. Matters
brought up in these sessions are not diseussed 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.

Fgm;ly 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 elsewhere. The
argument was presented to us by the executive director that in most cases the home
environments from which these youths come 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 staff feels that ‘such contact is the
responsibility of the Division of Youth and Family Services.

o Educational activities play a central role in the program. Upon entering
Vindicate Society, 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 secore is below the fifth grade level, the client is placed either in a
remedial program consisting of Adult Basic Education classes in the Newark schools or
in the Vindicate "minilab." The minilab operates at the program and is run by a
remediation teaching specialist who is drawn from th> 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 eclose contact with the high school in the local
community. A substantial number of clients are enrolled there. These students are
required to obtain the signature of their teachers at the conclusion 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 equipper for recreational activities. These include the
weight-lifting room and the mat room which is used for wrestling and gynmasties. A
recreational specialist who is an assistant coach at the loeal high school coordinates
these activities. All clients are reguired to participate in some form of physieal
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 publie 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, and ecompletion generally takes most clients between
seven and eight months. Movement into the advanced unit is based on demonstration
of the youth's having made significant progress in his educational goals, employment
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. Eventually,
clients are moved into the advanced-advanced group whose purpose is the reintegration
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 per month
and have individual counseling sessions about once per week. The regular Friday house
meeting is totally voluntary for this group. Advanced-advanced clients are allowed to
visit their homes whenever they want and can sign out of the faeility 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 adjunet to regular counseling when a client resorts to
aggressive, acting-out behavior, has committed other flagrant violations of house
rules, or wants to resolve a major disagreement 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 from the
program. Only staff members and clients are allowed to attend these sessions. Other
organizational actors in the juvenile justice arena in New Jersey, espeecially 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 aceeptable
route for pursuing a grievance is to fill out a write-out slip which will be discussed 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 pesitive 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-
elients do come back to the facility to participate in warious aectivities, but this
continuing contact is initiated solely by the former clients.

Staffing Patterns

The program staff consists of an executive director, a project director, a 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 strest experience
and sharing a common background with clients. A clear tendency exists for bringing
staff up through the ranks from the role of elient into regular staff positions. There is
almost a ecomplete reliance upon paraprofessional skills and a marked distrust for
professionals who have been trained in a traditional, academie 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.

cmon
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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 .director at:gued that
they tended not to be relisble, required too much time to train, were simply got
accountable for their actions, and tended to be manipulated by the more aggressive
youths in the program.

Nonresidential Programs

6. Copper 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 that of Esperanza Para Manana whiech 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 t—:.-xjsting public and
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 subeontract with ‘Odyssey House for
the provision of the educational and tracking components and with the YMCA .for
recreation. Copper Mountain's role inecluded hiring, shared training, administrative
supervision, and staff evaluation. Copper Mountain Mental Healtt *-~ald also take
responsibility for providing psychological/psyechiatric services. 24 sments were
also made for the County Youth Services Center to fund a tracking ¢ - - isor position.
Two explanations were offered in the project proposal for the j«aint. er. anc} subecon-
tracting arrangement: there was no need to duplicate already existing serviges, 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 under th.e authority of the Cour}ty
Department of Social Services. The Copper Mountain area includes the southern third
of Salt Lake County plus part of the Salt Lake County Mental Heal’gh 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 Dlv.xs.ion of
Family Services announced that the program would not be refunded. This declslop by
the Youth Corrections Office was made primarily on the basis of financial const_ram'ts,
priorities accorded residential placements, and ironically, a concern about duphcathn
of services. The duplication issue largely grew out of the fact that Copper Mountain
was being used as an alternative sehool by other provider programs.

The annual program costs were about $210,000, and the per djem 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, and 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 inelude referral by the Youth Development Center (YDC) through the
Division of Family Services and referral as a function of aftereare 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
edueation, counseling, or recreation.

oy

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 perecent 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 sereening team was actively engaged in making
recommendations to the judge about potential ecandidates 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 distriets. 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 dangercus to the community as determined by present
institutional behavior or a history of violent crimes; they eannot 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 for participation. Following admission, clients undergo
a two-week trial period.

Client Profiles

The program's maximum capacity is seventeen clients. The number of females
has never exceeded three at any one point in time. At the time of our visit, fourteen
clients were psiticipating although three were on track-only status and one was
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AWOL. Twelve were white; two were Hispanric. There was only one femaie client.
The average age was 16.3 years, reflecting a range from 14 to 18 years old.

We were unable 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 mo§t
severely delinquent of any of the seven CATY alternative programs examined. This
conclusion was based on the severity of youth offenses prior to and during CATY
enrollment and on the number of felonies ecommitted 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 Mountain's eclients 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 intoxieation, 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 only
those adjudications oceurring closest to the enrollment date, one observes that felorpes
against property were most prevalent (53 percent) in comparison to lesser eriminal
offenses (31 percent). This offense profile for Copper Mountain does not vary greatly
from that of YDC, especially since the more serious delinguent acts in Utah tend to be
felonies against property and not life-endangering felcnies against persons.

Program Services

The average length of enrollment is approximately one year although some
youngsters have been attending Copper Mountain for as long as eighteen months. The
program has four prineipal components: edueation, 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 hours. 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 goals
and then in working initially with teaching machines in the areas of reading, spe_elling,
language arts, mathematies, science, and history. Gradually, there 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 simitarity 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 eorrect answers provides feedback and reinforecement 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 socijal studies, physical education, and
health. The educational component of the program involves a head 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 conduects some student testing.

The counseling component ineludes 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 eclient's program. This task inecludes 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 inelude building rapport, addressing
behavior and consequences, working to establish eredible 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 basie 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
contaet, 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 three months. The client may be provided
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 oceur. 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, bieyeling, 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 faeility 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 aetivities.
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 ieaders, 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 motoreyecle 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 mechanical
breakdowns. While on the trip, students were forced to make important decisions, to
think resourcefully, and to work cooperatively. 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 valuable 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, multidiseiplinary 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 faeility can
be observed and responded to by staff. Sanctions might include a verbal reprimand,
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exelusion from recreation, work hours, being penalized on points, community meeting
discussion about reasons for misbehavior and reasonable consequences, 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-guarters 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 direetor. 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 direction, leadership, and day-to-day decision
making necessary for program success.

The counseling staff consisted of two psye-interns and a chief counselor. The
two male interns possessed Master's degrees (one in eclinical 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 jurenile justice system and offender
populations. She had been with the program since its inweption.

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 & male supervisor with a
Master's degree in educational psychology. He had been with the program sinee its
inception. Of the three trackers, one was 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 served as a psye-intern.
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7. Katahdin: A Workshop for Youth

Origins and History

Katahdin is a ecommunity-based, day-treatment program for serious juvenile
offenders in Minneapolis, Minnesota. The program was incorporated as a private,
nonprofit corporation in the fall of 1977, following a long period of program planning
and development.

In the fall of 1975, five individuals who had worked as outreach workers for
various youth-serving agencies such as the Minneapolis Board of Education, the
Hennepin County Juvenile Court, and the YMCA decided that a discernible gap existed
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 1960s and the early
1970s. This concern with alternative care focused both on the deinstitutionalization of
juveniles from correctional facilities and the diversion of offenders from incarcera-
tion. The founding five of Katahdin already possessed considerable expertise in the
field of youth welfare and were knowledgeable about the many pitfalls associated with
the traditional, secure care of troubled youths. In the human service arena of
Minneapolis they found a social environment ripe for experimentation in the area of
alternative programming. Research and discussion about program development
continued for over one and a half years. Monies for this planning effort were obtained
from two local foundations, Enablers, Inc. and the Minneapolis Equal Opportunity Fund.
Ultimately, the development of the model which became Katahdin depended more upon
existing day-treatment programs as a guide than upon any existing correctional
programs.

Funds for the implementation of Katahdin were granted in November of 1977 by
the state of Minnesota's Crime Control Planning Board (Federal JJDPA monies) with
matching grants from the Dayton-Hudson and General Mills Foundations. The
program’s first clients were accepted in May of 1978. This launching of Katahdin
coincided roughly with Hennepin County's becoming &a participant in the state's
Community Corrections Act.

The total operating budget in 1979 was $124,658 of which $118,334 was provided
by the Crime Control Planning Board. The Dayton-Hudson Foundation furnished
$5,500, and small private donations totaled $824. Average cost for maintaining a
client in Katahdin amounted to $42 per day; this per diem is estimated on the basis of
the program's having sixteen of its twenty client slots filled at any one 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 referr i
alterm?.tlve to incarceration; others at the point of d;sposition weii ;i)a(i%ti?ldsl?a:gaig
p;obatlon and referred to the program by their probation officers. A smaller number
g youtps enter‘the program after having been committed to the Department of
orrections, having spent time in a juvenile eorrectional faeility, and having been

laced in the pro i ; : : .
g munity? gram as part of their parole planning and reintegrative process into

. In rare situations a parent, a school offiecial or a youth alr i
will refer a potential client to Katahdin. These ;‘eferrasl’s tend tsagg \lzglfxl:liag;ogirr?crg
w1t§h most of these youths court contaet has not oceurred and consequently the
g? ;elz;rals are not court ordered. If not aceepted by this program, a substantial number
o I;se voluntary referrals are plac_ed. in residential treatment centers elsewhere in
€ Hennepin County area. In a similar fashion, a small number of referrals are

f their jurisdiction are clearly in need of tighte
control and more intense treatment. With respect to the nature gf their misbehagviorl;

these potential clients must meet the } is i iteri i
. program's intake criteria. In addit
come to the program either as voluntary cases or as court referrals. ttion, they can

Referral Criteria

The formal catchment area for Katahdin is the entirety of Hennepir
preyex:, only in a few cases are participants in the program grawn frorrl:p;ﬂtsciggnt?:;
¢ity limits of Minneapolis. Furthermore, most clients actually come from inner-city
nelgh-borhoods on the near south side and north side aieas of the city; these are largel
working-class or economically deprived communities. ’ sy

The set of intake criteria specified by Katahdin is rather lengthy and incl :
8; a male or fem.alq between 14 and 18 years old, (2) a resident ongegnepin Coggg;'
( conv1.et10r§ (adjud.lgated) for three separate offenses or having had a prior placemen'é
in a refldentlal facility, (4) obtaining family support for placement at Katahdin, the
parents' agreement to all_ovy him/her to reside in their home while active 1n’ the
program, and Jparental willingness to participate in family therapy, (5) having an
expressed _willingness to change his/her past eriminal behavior, (6) willingness to
continue his/her edueation, and (7) not being chemically dependent. ’

Katahdin was unique among the programs we visited in regard

scxt:utmy given to potential. clients and the tendeney to rejectg larg?ao :E;bc;rsefg%
ie errals..‘ For example, during & period between January and March of 1980, out of a
otal of %zfteen youths who were formally referred to Katahdin, only eight c;mdidates
E“(,eze agtqally accepted into the program. Similarly, for the calendar year of 1979
h& ahdin accepted only about 50 persent of all referrals. Staff members pointed ou{
trat numerous reasons could be.cited why inappropriate referrals are made to the
gtggam. Frequently, referra]§ simply do not meet the stipulated intake criteria. In
° cases, the youths are either severely emotionally disturbed or are chemically
epgnder;t. Atnother major obstacle is that many referrals do not have viable famii
settings in which they can remain while participating in the program. y
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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 sereening
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 satisfactory, 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 uarticipant. A
majority vote of this team can tentatively admit the candidate to the program.
However, before final approval is given, an important meeting with the 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, medieal, and psychological records are collected. If required,
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 ageney 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 elients allowed to participate in Katahdin at any one
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 raecial composition of six whites, six
blacks, and one Native American. The program staff stated that they would prefer to
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have an even split between males and f

4 4 ; emales
feasible given the pattern of referrals. Youths ;
to 17 years with the average age being 15.2 years,

but this ratio has not proven to be
n the program ranged in age from 12

Although one of the intake eriteri iei
of C a states explicitly that only youths 14
age or older are eligible for admission, two younger offenders (onz 3!;eing 12 yz‘;?;socl)g
1 rogram. Th
;)éifw{vai aqtr; eli-;Ob:r?dorwlr af:g a[i?sbrgem:l‘ ﬁndlgad an extensive arrest historygof armederigb};i?,‘
s ry, : R e year old was on probation for burg]
an arrest history ineluding two previous charges of b than axe. thee
Ine lary. Other th h
youths clearly satisfied the level of seriou S ror ired for nto Gatends
¢ ] d for admission into K i
Regarding these exceptions, the e ive director sta isston seftetn
S , €xecutive director stated that the admissi iteri
have been relaxed somewhat over the past year. However, he pointed ouilc;gairgﬁr:)?

his elients would have been placed either i i i
. d have er in res j i
correetional facilities if they had not come to K;fael:ldtil:} freatment centers or juvenile

The admitting offenses for the remaini i i
The } ning eleven clients included tw
5;:3222;?& ;\;!:c ec;see:,t oi"c ;gg’zavatedfagsaullt, one case of burglary with a%r(;?isifnsxs(l);
; ases ol burglary, one case of multipl bberi
assault and battery, oné case of theft, a 4 cion of drus, ang
| » and one case of theft, possession of d
ﬁziae.tgt, tﬁ:? o?heecasfogar;bbﬁry w11th adpreviously unsuccessfu,l Lpalacement. It ;'Kglsﬁdagg
a5 placed special emphasis on ki i
adoleseents who have been adiudi ituti fiing comparison mats
judicated for prostitution. In striki i i
other programs we visited, Katahdin i i ing t n femalo prastitater o
. _ persisted in trying to obtain female prosti
part of the client population on a regular basis. Although generally efas%sig‘lig:lt?sa:

vietimless erime ituti th
» prostitution on the part of these ad i
Lo : . olescents was char
extensive involvement in erimes against persons and property. acterized by

Without exeeption, all program iei
) . partici
crimes against both persons and property.
charge§ of robbery, armed robbery,
vandalism, and trespassing.

pants ha}d ch.ronic arrest histories involving
Included in this listing were prior arrests for
aggravated assault, burglary, auto theft,

Program Services

?etivities prescribed for all clients. Ocecasionally,

c;r asqlong as one year. For all youths entering th

of 13‘9, the average length of participation was

2:)1;:5:& ‘;iellésasffihizgar;?.th’rh'e :}z]cecutive director pointed out that any client must

Dlete 1 nths in the program or be considered ifi i

and subject to immediate return to the i ot anethey pure
_ ¢ referring source. About one-thi

ggggr;r:lgt nggfn gopr;?rftmakti 1tftr]|1rough this initial period. Another third of tltfg ccl)iferia‘cl;
) In the following three to six months without i

about one-third of all admissions successfully graduate from the prog%'r:;?agrllig .clicég?s’

must be present at the program five i
approximesony S o un'iil %:00 oy days a week (Monday through Friday) from

a client will remain in the program
€ program during the calendar year
twenty-seven weeks for males and
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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 basie 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 being 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 elient
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 partieipants are
loners, as a collectivity 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
twice 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 eclient to client. The nature of individual family
dynamies 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 suceessful in their interactions
with their children (parent's effectiveness training), (2) to develop skills for all types of

decision making, and (3) to provide ecrisis intervention and problem solving when
needed.

Another important feature of Katahdin is the reliance upon a student government
for decision making at many ecritical junctures in the program. Office holders
including a president, viece-president, and a secretary are elected several times per
year. These officers preside over a daily meeting each morning where activities for
the ecoming 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 starif 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
faeility, (5) participation of the entire client population in assessing staff performance,
(8) 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
elient 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 whieh they are participating.

The school program is in-house and is managed by an accredited secondary school
teacher. This ecomponent is one of the key elements in Katahdin. If youths are not
going to participate seriously in educational activities, Katahdin is clearly an
inappropriate 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
mathematies, English, and reading. More advanced students either work on a course of
study leading to the Graduate Equivalency Diploma (GED) or work on regular high
school c¢redits. 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
outside the program in the afternoons. Clients who qualify and express genuine
interest are allowed to attend vocational tech centers operated by the Minneapolis
Board of Education.

At the beginning of each week clients negotiate a school eontract. 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
althrugh 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 loeal parks and
playgrounds are also scheduied and supervised by staff members. More extended
outdoor activities such as horseback riding, cross-country skiing, and freshwater fish~
ing are scheduled on ocecasion. At the facility itself, games such as pool and table
tennis are available and are used during free periods.

Exit from the program is marked by each client's becoming involved in a chosen
daily activity suer as school, work, or vocational training outside the facility. At this
point clients do not attend the program on a daily basis. Instead, they are required to
spend five hours per week 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
welecomed 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 assaulting others,
refusing to complete school or cleanup assignments, and unexcused absences are
grounds for formal sanectioning.

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 1s
introduced into the group meeting for consideration by all participants. If a .qu.lte
severe violation of rules occurs, a formal behavioral contract will be drawn up hstl.ng
restrietions on behavior. The next step in severity is suspension from the program with
reentrance not possible without a group meeting involving staff merpbers and the
entire client population. At the end of the continuum of sanctioning 1s termination
from the program. A youth can appeal this step to a review comn_uttee 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.

Grievanee procedures for clients at Katahdin are quite straightforward. At the
simplest level, a client can informally complain to his individual couns‘elor about the
problem. If not satisfied with this recourse, the client can next take -hls compleaint to
the daily meeting held by the student government. If this step also fglls to _resolve the
problem, the eclient may present his grievance 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 haye
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
purposes of evaluation, Katahdin checks with the juveni}e cqurt tracking system six
months after the graduation 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 pas eleven
years of experience in werking with delinquent youths, an administra}‘lve as§1stant who
holds a Bachelor's degree and has one year of pricer 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 ecook 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 them 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.

©

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 initiaticn 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 ageney 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 Community Advancement Program Ine. (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 thrcughout the state of Massachusetts, which is divided into five regions 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, thrqugh June 30, 19‘?‘%1 Key's total
income (fee for service and other contributions) was slightly over $3.4 million.

i i both
The Tracking Plus program began in February of 1978 and involved

Departm?ent of Yog‘th Services (DYS) Region I personnel and sta}ff fr.omhKe%stW?r::grir;
Massachusetts region. DYS has responsibility f(_)r youth correctlgns in 1;) et.s a seervices
administratively regionaiized into seven operating areas. ngemle proba 1oln ervices
are attached to the ccunty juvenile courts. The state con.tams no large-?)cgse ]t eoiie
institutions, only residential facilities under the authority of DYS. 'tti 4 Stoatheir
regional offices are responsible for the plac.emen_t of youngsters committe o their
care. DYS maintains four small secure residential facilities; admittance reqd s 2
decision by the central DYS office. The secure units, as well as the othier EEESI- 2:(1] -
care settings, foster homes, and various nonre51dent1al' services are all o °b§11§ fo¥
DYS through purchase-of-service contracts. DYS mamtam.s.full responsibility
release from residential care settings and for aftercare supervision.

i ions which led to the emergence of Tracking _Plus concerned the
develcg)lricglsts lc?f a program offering intensive supervisiox} and service, totiglly s;rt:f_t&r:;;i
time with complete accountagility, 3nd a sic;glt“eszgglds:t%i bssécélﬂ;% t(;}(; ast rrC;ent P

isis intervention. It was designed as a
g‘ézliinlr}'s most severely delinquent youngst_ers. A problerp staten}enth;;_m})liluccjgutg‘rC uKrgg
summed up the idea as an alternative having the 9apaclty——unhk9 ig hyl s it
group facilities—to deal with youths with strong actmg—_out.tendencles, w ;t ep
intense supervision, eontrol, support, and follow-up service in the community.

Tracking Plus receives all of its funding from DYS. The annual operating budget

was estimated at approximately $185,000. The per diem costs are approximately $42 a
youngster.

Point of Intervention

i i j i itted by the court to DYS
All youth in Tracking Plus are juvenile offenders commi t C
for placersx’lent. As such, the youths are wards of the state with DYS acting as legal
guardian.

Referral Criteria

i i : ifi iteria is techniecally
Any youth from DYS Region I meeting the specified critel
eligible.yT{le primary service area, however, is the greater Springfield/Holyoke area,
representing the southeast sector of DYS Region I.

i eed to accept any referral made by the regior}al office, it was
underggélde tlﬁ{:g ezgn client's hompe envsi,ronment would b'e mlmme.ally viable l?nd_‘that th;i
youth would bz a "heavy delinquent" with very serious actmg—gutthbe hav1%r§;] .
minimally viable household was defined as one in which an adult in the hom
accept the youngster and work with the program.

i i ibili d the DYS regional
The intake procedure is a responsibility shared by Key an .
office. Referra]spare 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 oceur 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 ean

be made to meet with the youngster (usually in detention), the DYS caseworker, and
the family.

Client Profiles

The program was operating at maximum eclient 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;

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 lareeny 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, lareeny,
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 seecure treatment" were reaching DYS. Striet adherence
to the "last step" guideline had resulted in a lowered level of referral to Plus, ereating
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
faecility 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
earefully 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. The 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 pregram's first phase will be substituted with
other meegsures 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
objeetives; formulation and arrangement of the community tracking plans; considera-
tion of and sensitivity to physic.al well-being, emotional growth, and psychological
problems; and the development of a written econtract. Behavioral management, limit
setting, implementing client structure, and counseling are also closely interwoven and
constantly reinforeced 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 ecommunity tracking. However, during residential intake some daily contact
occurs between this person and the client. At this time the outreach worker closely
eollaborates 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, oceurring 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 worker participate; the youngster is
generally invclved. As more family meetings are held, additional problem areas
troubling the youth are explored. Attention is focused on limit seiting at home,
discipline, parenting skills, marital relationships as they relate to the child, ete.
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 program 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 sehool, 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 contaet with the youngster on a much less frequent
basis. This econtact 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 "tracking 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 ares, 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 eoncerns. 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, and 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 times 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 faeility, eounseling, support, and advocacy 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 development, 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
recreation and cultural enrichment; some combine both types of activity. During the
week, a session ordinarily consists of an hour to ai hour-and-a-half of group counseling
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 third-
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 ecritical
elements in the program. Caseworkers work closely with youngsters in loeating part-
or full-time employment and in opening bank accounts for the clients. Both publiely
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 available for
them. This program involves either subsidizing employers who can provide jobs or
having Tracking Plus itself pay the youngsters to work at the faeility, Close
monitoring of all work situations is carried out by the caseworkers.

Regular publie schools, adult education, GED, and vocational schools are used.
The in-house school is available to eclients under several 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 also act on the client's behalf in legal situations such as
court appearances and bail arrangements. The family contaet is maintained by the
worker throughout his involvement with the client. Contact with the family oceurs
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 children, 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 demanding. Identieai 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 join them for some collabora-
tive sessions. Consequences for misbehavior or rule infractions include writing
assignments, separation from the group, withdrawal of privileges and curtailment of
activities (e.g., smoking, recreation, outings), doing extra chores, grounding at home,
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lowering curfew hours, monetary restitution, remainin i
ril _ C ; ) g with the tracker for a
specified period of time, residential return, and ,program termination.

Following termination from Plus, at least half of the i i

L youngsters will move into
Outreach and Tracking for. another four to six months. The number of contaets
generally lessens, and certain activities at the facility become optional. Determina-

3%% of who participates in this subsequent programming is a joint decision by Key and

Staffing Patterns

Altogether there are sixteen caseworkers em i

€ ployed by Key; seven are directl
employed by Plus and nine by Outreach and Tracking. Three’ of the residentia};
casework'ers are male, one is female, and the average age is 24.8. Three have
Bachelor's degrees (two in criminal justice and one in theology), and one has an

Associate's degree in criminal justice. Two have been wi {
: . n with K :
eight months, and one for two months. v for & year, one for

The average age of the twelve outreach workers (eight male, four i
years. A%l hgve Bachelor's degrees of whieh nine are in %ither ps’ycholjge;? ‘Zlgt)xé:tzig;xs
eriminal justice, or counseling. Two of the workers have been with Key for 'threé
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 teacher has been with
Key for three years, is 30 years old, and has a Master's degree in special education.

.The program supervisor is a 30-year-old male with a Master's d i
relatlon_s. The program service coordinator is a 26-year-old malse v?rigtlifeault/lggtn;?'rs,
degree in guidance and counseling; the regional 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, t.hree,. and five years respectively. Overall, there are sixteen whites, one black
two Hispanie, and one with an unknown racial/ethie background. ’ ’

9. Project Vision

Origins and History

_ Project Vision is a nonresidential, day-treatment program offerin i
semo'usly, ehponically delinquent youths. The program opgra%es out of thg ziz;iv:ga:otg
Boy§ Clup in New Haven, Connecticut. Launched in February of 1977 as a pilot
project with federal funding supplied by the city of New Haven through the Community
Developmer}t Act (CDA), the program serves a population of delinquent youths who
have been ignored for the most part in alternative programming efforts in the ecity.

Traditionally, these youths have been handled i i i i i
sommmoionally éial e ed in residential settings, frequently in

The initial impetus to develop and im i i
1petl plement this program was supplied b
several local organizational actors including the Youth Divisi%n of the Nepugr) Haveg
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 agenecies in the New Haven area have tended to
favor the 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, Inec.,
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 throughout Massachusetts as an outreach program in the state's
deinstitutionalization efforts. The New Haven group was especially attracted to
several key features of the CAP model: high counselor/client ratio (one to five),
availability of twenty-four-hour-per-day counseling services for erisis intervention, and
reliance on the social network approach to problem solving.

Start-up monies for the projeet amounted to $75,000 and permitted New Haven
Boys' Clubs, Ine. to hire a full-time staff of four persons including a direetor and three
counselors. In addition, the administrator for the Boys' Clubs, who was instrumental in
developing Preject Vision, was appointed to be executive director for the agency. In
this role he does not have frequent, day-to-day contaet with staff and aectivities, 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 tc LEAA, which made $75,000 available for the program as part of its block
grant arrangement with Connecticut's State Planning Ageney. This funding was
supplemented with $9,000 provided by the ecity 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 Ageney 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 respeet to the latter source, referrals 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 btut
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, and placed in Long Lane, the state's juvenile

correctional facility. As part of their parol .
Vision to aid in their reentry into the c'gmmz?ngi)%;f1 » these youths are referred to Project

The vast majority of youths referred C
. to the program, approximat
gg g?:p s:ii%n %clixee ;r;l g;gb;tmnagy Z‘gatus with the juvenile c:)urgc? Usuall;j,h:at7 gh%e;%?g:
1 disp €en adjudicated delinquent, placed on "probati i i
condition," and referred to Proj isi e ive to mearcoration s ol
: Ject Vision as an alternative to | i
mechanism for referral is that the i i i foer or the DOYS works
Juvenile probation offieer or the D
contacts the program director, and initi i i ungsters aver ot
t ’ I » and on Initial discussion of the youn ster's
lcjagg’ Shl;ﬁg‘r;géeei;abilsh_eg the l?as1s for project participation, Tge jug;/enile ggigi :rr:g
Hhat th e e legitimization 91_‘ the program's Supervisory authority by requiring
youth cooperate as a condition of court probation or state custody.

Referral Criterig

The formal catechment area for Proi ision i
! : re oject Vision is the entirety of N
i?}o;xg:y{,»iec;l;r;calﬁr, youths residing anywhere in this geographical arez ean p::tci?i;;‘zg
fron P gHill Qands Jgi gé'vaeclz}:lﬁle ar‘xsla‘ct):'::‘ezi\,I howgver, the vast majority of referrals come
1 : \ y ew Haven. Both of these co iti
;anciﬁr;gir;uca:g_ gep:;ved, Inner-city areas of the city and are populated pr;cllginlll?r:‘;ftslya;;
\/ ldents.  This faet is reflected in the racial/ethnic composition of

participants in the pr . i :
ares. program. The program is located in the northwest sector of the Hill

under Ott;gmal(ley,o;hieprogram h:i | been designed to provide services to male youths
her o gg 1ox years V\(hu had the highest number and most serious arrest
Sonths u;deryth » the eriterion gf sex had been changed in order to allow female
you ¢ e age of 16 years into the program. Since the time of this change

ever, the program has experienced diffieulty in obtaining female referrals. 88

affee f?é-igtis:wjéxyeni‘le offender_ §tatutes enacted by the state legislature went into
ot I hearingrt g ci?x:i%eieggslgfglg timat yt?uths charged with certain offenses be given
'm 10le transier to adult court. In addition. ndes i
conditions youths are automaticall i jurisdicti or e iain
y waived to adult jurisdiction. For exem 51
Jgjr égigteiz;s ot(’) r?gti :nodthoége}: a;garagsg witighmu;de; are automatically waivgdeéoyzgtmhi
' . youtn who has been ecommitted to DC
serious offense and has run away ,from a see o o for &
. ; lacement automaticall ifi
hearing to consider possible transfer t 1t furisdiet: i at the Hoerioe
ring: tc 0 adult jurisdiction. E if i
decision is made not to transfer and th i d back to Juventie oo the
3 ‘ ¢ to e case is referred back to juvenile e
stipulation exists requiring that the youth, if adjudieated delinquent, ge placed gg::i,d:

his/her town of residence. Such yout igi
Project Vision. T el p}; - I:)s% are clearly not eligible for vartieipation in

operation.

When potential elients are referred
- to the program, each is automati
:zstli%rl}égs 11:? atcl:ealt te%u{lselor who would be responsible for,supervising t}?e a;éﬁgll'tl'ssi
cepted into the program. This eounselor assumes primary responsibility
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ining the appropriateness of the referral. Once the counselor completes the
fr?iegg;:;mgﬁilnias fox?n[‘iedpopinions about the suitab?l%ty of the candidate, h: copt:cel:s
with the program director who makes the final decxs}on about admission. .f poin thl:
always made to deflect youths with seriou§ emotional problems away Il'om !
program. According to the program director, inappropriate referrals oceur onf yfrare a%
and usually involve emotionally disturbgd -youths. The announcement oh ogm !
acceptance/rejection is always made within two days after the _youth 35 . ?e
interviewed. If accepted, the youth's participation in the program begins immediately.

Following acceptance into the program, the youth with the assistance of hls/hgr
individual eou%lselor pdevelops a treatment plan which. attempts to set up realtl$.téc
objectives for changing patterns of delinquent behavior. On}y rare}y are (;)g stlhe
organizational actors such as the referral source or the schools direetly involve mth e
development of this plan. The written plan foguses on _th-e.needs of the y.outh as eg
relate to school, work, family, friends, recreational activities, and eour:‘. 1nYolvemen 3
emphasis is placed on developing those skills needed by the youth to maintain a co;mlsle
of responsible behavior after he/she has left the program. Once the p}an has bieg uby
developed, it is sent to the referral source to show the course of actl_on to be ta en by
the program with the youth. The individual counselors are _respons;.ble for assessing
how successful the clients are in achieving the goals set forth in the treatment plan.

Client Profiles

ime of our site visit, twenty-eight youths were pe}rticipgtlng in Project
Visionf,sxt ';lgfs tfigure is substantia]l,y smaller than t{le total of sixty clients whoin.t}rx;
program is supposedly prepared to handle at maximum ecapacity. The twen;cy eig t
active participants included twenty-seven males and one fema!e of whom twen.y-sev.:l
were black and one was Hispanie. According to the program dn'?ctor,. the et}'mlch:acx
mix of clients reflected the fact that most persons in loqal Juyemle justice cn‘clei
believed that the program was intended primarily fpx: black juvenile gff?nders zamdh'c.ha1
the referral sources behaved aceordingly. In add1’g1on, Project V1s1on_s geographica
location in the Hill area contributed to the substantial overrepresentation of blacks in
the program.

he twenty-eight youths active in the program, eighteen were clgsmfled
"primg';"tclients an?i te%l wez'e classified "secondary" clients (see Program Servme_s f?cr
a more detailed discussion of these participants' statuses). The average age of if:hen S
was 14.1 years with ages ranging from 11 to 18 years. Among the presenting o fer}cses
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 oi_‘.‘ s_tatus offenses, one casei
of auto theft and possession of drugs, two cases of shoplifting, one case of seécuat
assault, one case of assault on a teacher, two cases of robbery, one case .of dep%nfen
and neglected (previous history of unlawful acts), one case of trespassing, an ogr
cases of larceny and truancy. All of the referred youths he.agi arrest backgg;oun S
characterized by extensive contact with the courts for a wide 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 tv 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 therapeutie approach but rather on an eclectie style reflecting the needs
and problems of the individual client. Counseling sessions can ceeur wherever they
appear to be most benefieial to the elient—in his/her home, on the street eorner, 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 onece admitted will not appear at the program faecility again until they are
ready for graduation.

Regarding counseling activities, two distinet 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 elients 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-four-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 filis
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 psychologieal and psychiatric services when needed as
well as following up these referrals to insure that services delivered are effective.

Essential to the suceess of this kind of nonresidential program where the
individual detached counselor/tracker piays such an important role is a highly
elaborated system of intrastaff communication. In Projeet Vision each counselor is
required to keep a log of all contacts with elients. This task includes writing up a daily
activity log as well as logs of all telephone contacts, and maintaining school and job
performance 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 eclients 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

-eonsiderable 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, either 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 common problems. Often, as many as one-half of all
parents attend although represzntation by seven or eight families at any meeting is
considered adequate.

There is no stated grievance procedure for youths 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 misconduect 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 conduected outside the program faeility with
heavy reliance being made upon resources available in the community. Some clients
attend an alternative educational program operated by the New Haven Publie School
system while others attend a special education program especially designed for
learning disabled youths and also operated by the publie 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
picnies; 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 clients as i
preparation for graduation. Py part of their

For purposes of evalu_ation, 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 t '
activities. g o the Boys' Club for secheduled

Staffing Patterns

At the time of our site visit, there were seven primary staff members in i
the program's administrator, program director/lead co%nseloxs", assistant directo:/lggllx?ﬁ
selox_-, ' three counselors, and a secretary. All of these individuals except the
administrator and the secretary 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 deli
ranged from one to twenty years. P 1 of delinquency

Project Vision does not make use of volunteers in any capacity. The principal

reason offered was that the structure of the program d i i
o o ared W prog oes not easily lend itself to the

10. Transitional Center

Origins and History

Located in Gretna, Louisiana, directly across the Mississippi Ri
Orleans, the .Jeffgrson Parish Juvenile Cozrt Transitional Cem%:- is ‘e’lerccfrrnorrr?unbirte;z
based,.nonresmentlal program designed to provide rehabilitative services to emotion-
ally <§I1§turbed and learning disabled juvenile offenders. The idea for developing
Transitional C:enter originated with Lois Foxall, Director of Juvenile Court Services in
Jeft:erson Parish; she wanted to initiate a day-treatment program which would provide
a wide array of services for youths who have been adjudicated delinquent but would
benefit from not being placed in secure, custodial care. At that point in time (19786)

g:;zi':hwere no alternative programs available for adjudicated delinquents in Jefferson

. Along with members of her staff, Lois Foxall undertook an intensive investiga-
tion of day-treatmgnt programs operating throughout the United States and selected
those elements which were applicable for inelusion in the Jefferson Parish effort.

Eventually, a total of twenty-two programs were surve i
Transitional Center model. Prog yed In the development of the

Once planning for the program had been completed, start-u ing i
{ p funding in the form
of a tl}rge-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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iminal justice plannin ency. The federal share for the first y_ear's effort
:I;rlxglli?x%etho $105,9917, wig:chag sta¥e mateh of $11,785, and a Jefferson Parish match of
$10,590. In the second year of Transitional Center's operation, 197 9,. the total bu.dget
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 .educatlonal services hm_ra;
provided without charge to the program by the Jefferson Parlsh. School_ Distriet, whie
assumed sole responsibility for funding ten teaching and .teachmg assistant pos1t1f9ns,
In 1980, the total number of positions was reduced to eight (four teachers and four
teacher assistants).

is program is unique among the ones we visited in that it operates as a pubhc
agenc;‘}] 1SDE;:vegloped by coqurt serviges as an alternative resource for the court .system,
Transitional Center falls under the authority of the Director of Court S_ervmes but
encounters few of the bureaucratic drawbacks experienced by most publie .agenmesi.‘
For example, due to an unusual set of arrangements orchestrated by tl3e dmecto:: 2
court services, the program operates free of many standard bureaucratic qonstral{ltﬁ
such as personnel policies and civil service requireme.n:ts frequently ass'ocl.ated wi
agencies run by various levels of government. In addltlon., the program'’s ties to thlz
public domain allow it to utilize without costs the expertl_se of various professmna
attached to the larger court system including the cou_rt. services psyc.l“n.atrlst, the cour’;
serviess psychologist, the court services psychometqcmns, the physieian for‘ t.he ‘locat
detention center, the nursing consultant at the detentlpn center, and the nutrf‘tlom_st a
the detention center. Being the recipient of this wide range of freq 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. implemen_tatlon }{ze‘luded:
(1) to provide services to a minimum of thirty and a maximum of fifty adjudicated
juveniles during the grant period (equal in time to one fiseal year), (2). to lose no more
than 10 percent back to the juvenile justice system because of failure to succeecg
within the program, (3) to keep all juveniles who complete the program out o
Louisiana Training Institute (LTI), (4) to keep 95 percent of those who complete t‘hael
program out of residential placement because they have npt made adequate soci
adjustment, (5) to keep the recidivism rate for all offensc?s prior f:o the age of 17 pel%w
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 LTI or detention. Thg 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 soeially acceptable coping skills, (2?) to
help the child identify individual strengths and weaknesses and aid him/her in ca_pltal—
izing on this knowledge, and (4) to provide an atmosphere of success so that self-image
might be made positive.

itially, considerable emphasis was placed on the use of behavior mpdiflcatlon in
the pigg;:lmy’since it was fealx)'ed that this kind of del.inquent gopulatmn would be
diffiecult to control in an open, community~based setting. Reliance upon a token
economy system for the purpose of promoting behav_myal qhange proved to be
unnecessary. In this nonresidential setting the system e:.chlblted little value as _a.meari
for control and was, in fact, counterproductive due to its ter}dency to be punitive.
decision was made to discard these practices totally since attempts to make
alterations and adjustments in the use of behavior modif_ieegtlon proved to I?e 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 sociopolitical environment has proven to be quite supportive of the
efforts of Transitional Center to provide an alternative to incareeration for
adjudicated delinquents. The presence of a reform-minded set of juvenile court judges
on the bench has contributed strongly to this move away from the punitive sanetioning
of delinquents at the local level in Jefferson Parish. In spite of the faet that virtually
no alternatives have been made available for the purpose of diverting youths from
institutional care, surprisingly few juvenile offenders from the parish are committed to
juvenile correctional facilities. In econtrast to the neighboring parish of New Orleans
(location of the city of New Orleans), which is responsible each year for committing
approximately 30 percent of the state's total juvenile offender population in secure
custody with the Department of Corrections, only about 2 perecent of the youths
entering the state's juvenile correctional system each year come from Jefferson
Parish. This striking differense in commitment totals is especially impressive when
one realizes that Jefferson Parish is a densely populated, urban area with a total popu-
lation of approximately 450,000 persons and containing a mix of socioeconomie strata
and minority 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 cost 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
settings. 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

the detention facility in Jefferson Parish costs $50.00 per day; the cost of maintenance
in LTI system is $39.38.

Point of Intervention

All youths entering Transitional Center have been adjudicated delinquent by the
Jefferson Parish Juvenile Court. They are placed on probation and court ordered to
participate in the program. 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
for contempt of eourt, and legal action can be brought against them. This legal

binding of parents to program aectivities was unique to Transitional Center among all of
our site visits.

If Transitional Center were not available as an alternative placement resource
for adjudicated delinquents in Jefferson Parish, almost all of these youths would be
committed to the custody of the juvenile division of the State Department of
Corrections for placement in a secure facility.

Referral Criteria

Spanning both the east and west banks of the Mississippi River and lying adjacent
to the ecity of New Orleans, Jefferson Parish in its entirety comprises the formal

ey
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as well as the primary service area for Transitional Center. T}ie program is
ﬁ:zzi?l?::;ted in the towg of Gryetna and lies on the west bank of th.e river. Driving
across the bridge into Gretna from New Orleans, one is no1.: readily aware of t}'xe
existence of any geographical boundaries. Rather, all of th1§ urban and industrial
sprawl appears to be part of the Greater N ew Orleans Metropolitan Area. .Refei}'ralt ;o
the program is simply a matter arbitrarily dictated by the legal boundary lines for the
parish.

Formal admission criteria for Transitional Center include: (i) male and.femqle
youths between the ages of 13 and 17 years, (2) adjudicated delipquent by the juvenile
court, (3) have been diagnosed as learning disabled or emotionally disturbed, and
(4) resident of Jefferson Parish. Admission to the program is prohibited for youths who
have been educationally labeled as mentally retarded or nl_:ave. been clinically diagnosed
as overtly psychotic. No special conditions are specified in the admission criteria
concerning the nature or number of offenses necessary fog refex;ral to the program.
Juvenile offenders need only to have been adjudicated delinquent by thg court to be
eligible. Since the program is being used as an alternatlye to incarceration, hgvgever,
the arrest histories of the client population in Transitional Center are sufflclran:tly
severe in terms of numbers and kinds of offenses to easily qualify the program as bsing
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 Tl:ansmonal Center: T_he ’progrgm
coordinator is consulted by the staff of court services about a pgtentl.al client's profile
before referral is made. On occasion, an inappropriate admission w1_11 occur when an
inadvertent mistake is made about the level of a client's mental d1stm§mce. ] If a
youth proves to be more psychotic than was perceived whep tested, the client will b'e
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 the near futuye
may decrease drastically as a result of the recent passage of a serious Juvem}e
offender statute by the Louisiana Legislature. This law, which went into effect in
September of 1980, requires that any youth who is 15 years old or older and has ‘been
charged with first- or second-degree murder, mansl‘augh‘ger, or aggravatgd rape will be
automatieally removed from the authority of the juvenile court and will, instead, be
tried in criminal court. Likewise, any youth who is 16 years ot“ age g.nd.has b.een
charged with armed robbery, aggravated burglary, or aggravated !udnappmg is s_ut?]ect
to the same type of automatic waiver. Many of the former clients of Transitional
Center who entered the program following adjudieation for such charges will in the
future no longer be eligible for participation.

Transitional Center maintains striet eligibility criteria which specify that

appropriate clients are youths diagnosed as either learning disabled or emotionally

isturbed. A battery of testing procedures and rating devices are used to identify
;Lsut?hs who are belie\sr’ed to fall iito the two diagnostic categories. Admmlstefed by an
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 f:arefutl‘
testing, cannot actually be diagnosed as such. The tqams cons1st. of a variety o
specialists such as social workers, educational psychologists, educational consultants,
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and speech and hearing consultants. The testing may ineclude administering the
Wechler Intelligence Secale 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 t¢ attend scheduled sessions with the counseling
staff. Counselor responsibilities are also spelled out in the agreement. These include
being available in ecrisis situations, respecting confidentiality, and holding family
meetings at least twice a month. The student cosigns with the assistant coordingtor
and the counselor an agreement asserting that irresponsible behavior eould result in
residential placement. There 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
ineorporating 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 diffieulty 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 any one time. At the time of our site visit, thirty-one youths were partieipating 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 extensive information regarding the presenting offenses ﬂ
and arrest histories of twenty-five offenders who had been placed in the program. This™
classification reflected the staff's knowledge of these youths' total set of official
encounters with law-enforecement 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 histories 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 attempteq
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 theft; one case of simple eriminal damage to property, one
case of attempted simple rape, one case of eriminal trespass, one case of battery, one
case of possession of drugs, and one case of eriminal mischief.

Program Services

The average length of stay at Transitional Center is approximately nine montpse
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 da-ay and are served
three meals per day. During their participation, all clients are assigned to the same
probation officer. This policy had been instituted since it allowed a single person from
the eourt 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 transformathn
in the theoretical model underlying the program's basic approach as well as in
operating procedures. Orchestrating these changes was a recently inst{;zlled program
coordinator who had been brought in from court services ard strongly believed that the
previously practiced behavior modification/token economy system had degenerat'ed
into an overly punitive and self-defeating effort. In its place had been put a reality
therapy-oriented team approach, monthly staffings (case ?eviews) m.corporatmg client
participation and feedback, and an enlarged set of activities for enrichment and group
enjoyment. Entirely eliminated was a merit system whereby points were recorc_led on
an hourly basis. The mechanism of control was shifted to lmmedlatg haqdhng of
problems by staff working in teams. Outbursts, misbehavior, and explosive situations
are immediately addressed. This may initially be aceomplished by counselors who
spend time in the classrooms or by one of the interns assigned to assist teachers. ’}‘he
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 whieh 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 elients. 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 9ne-tq—one
"talk" sessions. Individual counseling relies on behavioral contracting with clients
around & 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
control, family confliet, and interpersonal difficulties. In this way, the problem-
solving 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
component for helping to resolve the youngsters' problems. Four levels of family work
are envisioned. Twice a month parent counseling sessions are held to explore the
nature of parent-child relationships, 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
opportunity to evaluate himself in the presence of numerous staff. He also hears and
reacts 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 ean 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
formalized family therapy sessions have been started. Conducted by the program
coordinator and aided by an intern, these sessions would be aimed at more serious
family problems requiring extended and intensive professional intervention. Examples
include instances of child abuse or the detection of the need for more formalized
psychological/psychiatrie 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 the morning 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 lunchli, students work on seience/health, language develop-
ment, and life skills. Daily aectivities also include choral reading and musice
appreciation. These are felt to be important parts of eultural enrichment. They
provide a means for innocuously imparting a sense of group activity and cooperation.
All youngsters also spend an hour daily in a specialized voeational/life skills eourse.
During this time students are instructed in matters such as career awareness, personal
hygiene and grooming, 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 voeational 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 basie
approach to 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 basic physieal 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 gymnasties which do not
necessarily require intense competitive behavior. Underlying this new approach to
recreational therapy is the idea that the mastery of basie skills is more econducive to
increased self-esteem and positive behavioral change than are competitive sports
whieh 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 various 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 staff 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 cr field work credit
for program-related activities and from the larger community where individuals
receive no form of academic eredit 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 Bachelor's degree in social work and
six years of related experience, another counselor who has a Bachelor's degree in
eduecation 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 (oceasionally 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 placem
ent and three of whom were on —~
placement. o onervear

) The other important group of supplemental staff are the four teachers and i
SIX teaching aides who are responsible for providing the formal educationsl ser\f?:é;
offere:d by the program. Also providing service to the program are a psychologist
psychiatrist, psychometrieian, and speech therapist. Undoubtedly, the most)prominen‘;
supplemental staf:%‘ person is the director of Jefferson Parish Juvenile Court Services
who devotes considerable time and energy to a number of managerial tasks for thé
program. Another key supplemental staff person is the placement officer who in her
official role-as a pro.bgtmn officer serves as liaison between the juvenile court and all
the youths in Transitional Center. When a youth is admitted to the program, the

placement officer assumes sole court responsibility for this cli i i i
stay in the program. 8 y is client during his/her entire

11. Viable Alternatives to Institutionalization Program

Origins and History

_ The Viable Alternatives to Institutionalization of Juveniles Program (VAP

in Ogtobey of 1978 and operated for two years. In the absence of iontirfued i‘:dee;g:arll
fund}ng, it was necessary to temporarily shut the program down to secure state
funding. The program had been primarily supported by LEAA block-grant money
channeled through the state, but the federal contribution gradually diminished,

requiring state and loeal funding sources to h i i S
o g ot g ave to increasingly assume a larger share

VAP is only one of seven separate programs run by Juvenile Services
Inc. .(JSP). JSP 1s a private, nonprofit multiservice agen%y located in St. Pelt);z?gtf;rngl"
F:lomda. In addition to VAP, the umbrella agency runs a diversion project for first:
time offer;ders, a truanecy prevention program, a volunteer friend program, a Youth
Conservation and Community Improvement Program (YCCIP), a CETA-’sponsored
Yout.h_E.mployment. and Training Program (YETP), and a family counseling program.
JSP 1n1t1a£ly began in 1973 as a proprietary firm. At that time, the sole funding source
was 1‘:he D.S.. Depa_rtment of Labor, which awarded JSP a discretionary grant for a
pretrial service project for youthful offenders. The grant was exhausted in 1976 and
shortly thereafter J_S{P received another Labor grant to set up a vocational assistance
center for CETA-eligible, youthful offenders. JSP eontinued to seek additional funding

for other i andds . iy
develope d.pI'OJects and gradually the funding base diversified as other programs were

The pending decision on future VAP funding largel depends upon 1 ici
money being allocated by the state legislature fog Dis%rigt 5,pand the% 2) t)hseugt;}s?rfgi
admlms_tr.ator foF the Department of Health and Rehabilitative Services (HRS)
determl'mng precisely how the money can best be spent. HRS is responsible for youth
correcleons., wh.1ch not only ineludes juvenile institutions and services, but also
probation, juvenile court intake, and parole supervision. ’
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During fiscal year 1979-80, approximately $74,476 .of federal money came to the
program through state government. The County Juvemlf-: Welfare Board contributed
roughly $3,800. Adjunct services for VAP students provided thrqugh oth_er programs
run by JSP amounted to approximately $3,500. These were.essentlally 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 VAP 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 ecommit-
ment could be lifted if another law violation oecurred; this could mean a full-fledged
commitment to HRS. Similarly, a violation of probation or commun@ty control can
result, after a hearing or admission, in a revocation and new disposition order. '.I‘he
new order may include any disposition which could have been made at the 9r1gmal
disposition hearing. This could include a commitment or a suspended commitment.
The vast majority of youth in VAP 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 facilit.y. In addition
to having the legal statuses already described, eligible male or femgle 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 participan:cs should not haye an
extensive history of violent offenses, an extensive involvement in the use or selh.ng. 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

‘Sinece the program was not actually in operation when we visited, records of
eighteen randomly drawn eclients out of approximately ninety served in flspal year
1979-80 were surveyed. Of the seventeen males and one female selected, nine were
white, nine were black, and the average age was 15.8. Out of the elghty-fl\{e 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 offepders ea'ch‘havmg
a breaking-and-entering charge; one with strong arm robbery; one with shoph@‘tmg and
a violation of community control; two offenders each having a burglary; one with grand
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theft; one with petty larceny and aggravated assault; one offender with two charges of
breaking and entering, petty theft, loitering, and resisting arrest; one with attempted
petty theft and strong arm robbery; one with violation of probation; one with
possession of drugs and burglary; two offenders each having a violation of ecommunity
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 four 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 average length of time in VAP for eighty-five participants during the first
year of operation was 144 days. During this time clients are involved in three basie
components: alternative education, job development, and counseling. The vast
majority of VAP's students attend the in-house school. Several students attended the
local voeational technical institute, some worked full time and eame to the program
for counseling, and still others worked and attended some other adult edueational
program while coming to VAP for counseling.

During the second year the in-house school served sixty-eight of ninety-four VAP
students. The school provided instruction for three categories of achievement: basic
education up to eighth grade, intermediate (pre~GED), and GED prep. VAP clients
attended classes with students from the other JSP programs, although much of the
schooling was oriented more toward individualized learning modules than group
instruetion. Group classes, however, were held in consumer education and black
history and culture. Every student wss tested for academic level upon entry, and
almost all were well below average; perhaps 20 percent had actual learning disabilities.
There was some use of teaching machines as a way to arouse interest. Instruetors
claimed that some students worked quite well with the machines which eould be used
to reinforce materials already introduced by a teacher. These machines were a
valuable source of variety in the course of the school day.

Common subjeets taught were reading and mathematies, although whatever else
the publie school system required for promotion could be provided. This ineluded
recreation which ceould be put towards eredits needed for physical education
requirements. The school also ran a self-expression group which might involve

dramatic presentations, filmstrips followed by diseussion, writing, working on a
newspaper, etec.

The school was considered an official part of the local school system, with
students receiving regular credit for the subjects they took. Records specifying
completed work along with a recommendation for grade placement accompanied VAP
students who reentered the reguiar publie school system. In addition, a school diploma
could be obtained if the final requirements were met at the JSP school. There were
two full-time teachers who closely collaborated and ecommunicated with the counselors
and program coordinator. The teachers, although paid for by the loeal sehool system,
were recruited, sereened, and selaceted by JSP's executive director.

ssazing]

R



— —— P

- N

e lowewsl  ememel  oweel e Y

¢y o

-219-

A token economy system, utilized primarily by the teachers, was instituted in the
fall of 1979. Points ware 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 reinforeing the idea that the program was a
place students would prefer not to be. In this sense, the program was promoting (or
literally rewarding) the notion that the services and guidance provided represented 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 echeckbook which required balancing as points were
used to make purchases. In this way, students became accustomed to using basie math
in keeping track of point balances and become familiar with exactly how checkbooks
work. When items are purchased at the auetion, 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, respeect 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 onece 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 inqguiry 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 exeluded
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, eontributor, disrupter, active enthusiast), peer
interaction (confronter, supporter, aceepts or resists feedback), response to the leader
(aceepting or resistant), and ecommunication (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 communieation (a family 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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) Ind1v1'dua} counseling varied from more intensive work requiring at least three
sessions a week, tq moderate work involving at least two sessions a week, and minimal
work uspally meeting once a week. The sechedule for individual counseling was initially
set out in the case service plan which could be modified as needed in weekly staffings.
In add}tlon to discussing ongoing concerns and behaviors, other counseling goals were
established at these s'taffings. These goals might include dealing with self-esteem
problems, _beer I:elatlonship, responses to parental supervision, drug or aleohol
giependgncles:, coping with anger, ete. Various techniques or strategies that were used
in dealing with these proplem areas were ordinarily left up to individual counselors,
although wee§<1y case reviews presented regular opportunities for ecounselors to solicit
help and adv1§ee: Acting as advocates, counselors also accompanied their elients to
court and participated in all legal proceedings whiceh arose.

Family work was initiated in more than half of the cases. It was fr
arranged at the outset as part of the case serviee plan. Sessions might occuiq:fnt%z
facility or at the home; at times the executive director or deputy director might
become involved. Regular contacts with the families always took place in order to
present progress reports, to make inquiries, and to spot early any developing
qlfflctutles. Separate behavioral contracts regarding conduct at home were estab-
lished for some of the clients, particularly younger ones. Youngsters experiencing

problems in the school program were sometimes asked to take home a dail
i i as
report which required a parent's signature. 11y assessment

The job developer worked with those VAP clients who were going to be worki
full or part tl.me.. This might include developing skills for fillingé‘ otg;t applicvzvat[;lc{:r?sg
participating in }nterviews, and deciding what kind of job to look for. The job’
devgloper ma.mtamed an active listing of potential jobs and actually took youngsters to
various _locatlons for interviews. After job placement, the job developer continued to
meet with the youth once 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. Career exploration trips were also conducted for groups of youngsters.

Eligible youth were able to make use of the other job pro rams run b

as the Youth .Conservation and Community Improvemint pPrggram. Thi}sr tLSrl:)gsrl;ﬁ
blaced clients in union apprenticeship positions and on construction jobs. JSP also ran
a job-development workshop. This CETA-supported program paid for youth to attend
the JSP school and a two-week workshop emphasizing career exploration, preparation,
and develqpme.mt.. .Vocational, aptitude, and interest tests were administered and used
to c]etermme Individual client's strengths and inclinations. Use is made of audiovisual
equipment and role playing in order to practice and sharpen skills.

_ In order to finish VAP suceessfully, the students had to work with their counselor
in developlpg &n aftercare plan. This involved either enrollment in publie school
placem_ent In jobs, some combination of the two, or entry into a vocational or adul’z
educatlonal. program. Thirty days after termination, the eounselors did a check on
each of their chgnts. This contaet typically involved a eall to the home to see whether
any other law \{1olations had oceurred, to determine if the youth was still residing at
home, a.nc_l to discover what the youngster was doing with his time. These follow-ups
largely initiated for the purpose of evaluation, oecurred three months, six months ané
one year after graduation. Ordinarily, once a youth completed the program, HR’S no
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longer exercised legal authority, although in a few cases the youth might remain on
probationary status.

Staffing Patterns

Sinee 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 da"ca presgntgd
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 s?a.ffed
the program. Included in this number were those who changed or terminated posmo_ns.,
There were two white male counselors and one black female counselor, all holding
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 sereener; 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 VAP 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 voecational coordinator for the job-
development workshop and those individuals working with YCCI?, YETP, and the
Cirele of Coneern program (medical, dental, optical, and food provision).
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