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Juvenile Justice Delinquency Prevention, Washington, D.C., With~ 
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Justice, Hartford, Connecticut 7 Dr. Cynthia Mahabir, Sr. ' 
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. It is our most sincere hope that this report will serve as a 
guide to CBOs 'in determining where they are and where they may 

, need to go in t.erms of the preventi,on o~ serious/violent youth 
crime'. 
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William A'. Clark 
Project Director 
Prevention cf Violent Juvenile 
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Chapter 1 

oVERVIEW 

Introduction: Purpose and' Organization of the' Repor·t 

This report is designed to acquaint the reader with,the concept 
of prevention and its application within the context of youth crime 
prev.ention efforts by local communities. The repo~t is based upon 
what was learned by applying prevailing theory concerning preven
tion to the assessment ,of twelve (l2) promising community based 
projects currently engaged in efforts to reduce serious/vioient 
'youth crime., 

Chapter lprovides an overview of current theorizing about 
the causes of youth crime and sets forth important considera
tions and steps that must b,e first grasped, then implementedLn 
order to ~aunch such programs.' Chapter 2 details the rationales 
for the total program initiative; the procedures involved in the ',. 
selection of the thirty-one (31) projects for site visits, and. 
the 'selection of the twelve (l2) projects that serve as the dat:a 
base for this report. Additionally, the major study limitations 

" are dlscussed. Chapter 3 represents an analytical assessment of, 
the projects which. was guided by three (3) basic features of project 
operations; pamely, the role of the comro~nity, the pattern of 
youth involvement, and preventioh,str~tegy emphases. ,In Chapter 4, 
the major cpn~lusions drawn from the integrated analysis and the 
ensuing recommendations are presented.' Finally, in Chapter 5, a 
detaileddescription·Of each of the twelve (l2) projects is pre
sented. 

In sum, it is appropriate to note once more that: this report 
is designed to present (l) what iSDthought to be a usable way of 
understanding the oper.ational requirements of de~inquency preven
tion; (2) phases/steps involved in the development and implementa
tion otaprevention prograIt'\~ (3) an analytical framework in 
which to view prevention strategies; (4) an assessment of commu
nity based i.ntervention, strategies used for prevention 6f serious/ 
violent juvenile crimes to give the framewo:rk descriptive reality; 
and (5) some analytical tools considered basic to examining the 
application of prevention programs .. 

Bri'ef,Review' of . Clirr'ent' Theory Concerning 
the Causes of Youth. Crime ' 

,While it is ,di'ff±cult to' pinpoint~ the real extent of violent 
juvenile criIlles W'itl'l any degree of precision, a number of things 
are clear. FOr one', the evidence points to an alarming increase 
in violent juvenile crime.. FOX' another, these crimes impart 
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an astronomical cost to our society. J1.ccordingly,. we have begun 
to realize that we must invest more. of our social and economic 
resources, and perhaps in different ways·, in prevention efforts 
if we are to have an impact on the problem. 

Juvenile and criminal justice prevention pro.gram efforts have 
been based largely on the notion that the predominant cause of 
juvenile crime is inherent in the individual youth as a personal 
characteristic, e.g., biological and psychological traits, or as 
individual actions resultant of one~s state of need in the environ
ment, e.g., poverty/economics, 

Continued program failures or, 'at best, limited changes in 
the serious/violent youth crime phenomenon suggest a line of think
ing, inquiry, and practice which assumes that what causes juvenile' 
crime is something in the individual that ought to be dropped. 

Increasingly, other theoretical orientations--labeling, 
strain and bonding--that suggest that the sources of juvenile 
crimes rest in places other ·'than the individual seem to betaking 
hold. Specifically, these theories' suggest the ways in which social 
institutions operate in shaping youths'· social int;eractions, and 
explain why some youths--and not others--wind up having frequent 
and intense interaction in predelinquent groups and, subsequently, 
in more serious anti social behavior. 

Labe~ing T'heo;r:>y 

Labeling theory purports that youths' delinquency and crimes 
result from a negative response on the part of .the '\system'~ to 
their behaviors. A common assumption held by proponents of the 
labeling theory is that the most damaging labels aJ:'e those confer .... 
redby both our juvenile justice and school systems. On this 
basis, labeling theory is offered as an explanation for repeated 
criminal or delinquent behavior. Official labels such as "delin
quent, " "behavior disorder, n etc., affect youths' expectations of 
themselves and, subsequently set the stage for self-f;ullfilling 
prophecy. 

Empirical re'search bearing on labeling theory has indicated 
repeatedly that the tendency to apply both judicial and school 
labels i~t strongly related to the personal and family character
is·tics of youths.· A.s' a consequence some young persons, notably 
those of minority' races and/or from low income families stand a 
disproportionate chan~e of receiving derogatory labels. 1 

str~in and Opportunity Theories 

St.rain anq opportunity theories, originally formul.ated by 
Robe.;J;;t ~erton, pos'it that, in our society, the "same worthwhile 
SToals' tend.! to be h.eldout as desirable to everyone, while 
opportunitIes fo;r; realizati.on are decidely unequal .. 2 Thecombina- , 
tion of shared goals and inequality of opportunity in attaining them 
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makes it impossible for some segments of the population to play by the 
rules and still get what they want. As a result, some youths turn 
.to illegitimate means to achieve culturally. prescribed goals, 
while others may reject both the goals and the means and retreat 
socially, through such means as remov.ing them~elves physically or 
by using alcohol and/or drugs. 

Empirical research has tended to provide c.ontradictory find
ingsconcerning strain theory. Positive statistical relation
ships have been found between perceptions of blocked opportunities 
and involvement in delinquent behavior, as predicted by the theory, 
but the relationship between aspiration level :and delinquency has 
been f,ound repeatedly to be either negative or insignificant.' 
Part of the contradiction in these findings as they bear on strain 
theory may h~ve to do with the observation that. the gap between 
aspirations and opportunities may be greater for youths with 
relatively high aspirations relative to available opportunities. 
Thus, for youths from deprived backgrounds, the gap may be greater 
even if aspirations·are not extremely high, thereby s~p.orting the 
relationship between the gap and delinquent behavior.3 . 

Bonding 'Theori'es 

Bonding theorists maintain that most people stay out 'of , . 
trouble most of the time because they are bound to the conven-' 
tional norms of socj:ety through their affiliations with a variety 
of social institutions. Dominant among these institutions are . 
family" school, church, and the work place'. . As long as the in
fluences of these institutions remain strong, an. individual is 
l.tkely to conform to conventional· demands up.on his behavior. 

Four processes have been identifi~ed as ways through which 
conformity is maintained: (l) commi tihent, which refers to the 
degree to which a p,ersonhas· interests that misconduct would 
jeopardize; (2) attachment to other people; (3) involvement in 
conventional activities, and (4) belief in the moral validity of 
social rules. -4 . 

.Xn the empirical research,/.,a significant relationship has been 
fpund between attachment and commitment to home and school and 
respect for the law· • .5 . . 

It has been suggested that changing individuals predisposed 
to deviancy requires chang~ng the conditions that call forth the 
deviant.adjustment. The options offered are (I) ch~nging the 
social and economic conditions of the homeplace of deviants; 
(2) i-ntroduc.ing them to a new place with a new matrix of life 
chances; (3) r~~oving them from the support of the group that 
.reinforces their deviant adaptation; (4) supplying them with a 
new' social group whose adaptive values· and attitudes will serve to 
integrate thei.r deviant behavior into the new matrix of chances 
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, those in the middle class); and (5) contriv-~usuallyconce~ved t a~he new primary group with which they ident~,fy, 
l.ng t~a.t they aC~~~h they receive personally meaningful and ~ra~l.fy
that l.S, from W d through the influence of which they are wl:lll.ng 
ing rehsponseths ~nr basic cogni ti ve, and cathetic aqaptations. 6 to res ape e. , 

Implications .. of Current Theory:, A Need for 
a Renewed Emphasis Upon Preventl.on 

that 
more 

These current theoret.ical position~ and the research,f.indinqs 
at least partially support them pOl.nt t? a n~ed t~ dl.rect 
attention toward prevention progr~ms whl.ch al.m to. 

'Enhance youth opportuni-ties for performing conventional 
behavior; 

S k to improve youths' images of conventional ~ocic:lizing 
i~:t'itutions, e.g., church, family, school and Justl.ce; 

S k to identify and 'reduce organizational/community/ 
'~:titutional obstacles which stand in the way of, ' 
~outhS establish~ng,clo~e ties with these conventl.onal 
vehicles for socl.all.zatl.Oni 

Promote and work for the kind of youth employment oppor
tunities t~at create an,affiliation that they don't want 
to jeopardize through ml.sconductj 

Seek to equalize opportunities among young peoPlil; 

Seek to identify and ame~iorate o:ganizati?nal policies 
and practices that contrl.bute to 'l.napproprl.ate negative 
labeling. 

The Basic Components fo~ OpepationaZizing Youth 
C~ime P~evention P~og~ams 

a. General Orientation Toward Prevention 

is there a lag in the development of crime prev~nt~o~ progr~~ which focus on the external environment of ~he l.ndl.vl.d
ual? One reason is that it has taken consideral?le ;l.~e for " 
professionals in the field to develop a preventl.on ml.n~ set. 
Many treatment professionals do not understand the requl.:ements 
of this focus and as a result have been so preocc~pied wl.th ~after
the-fact" cases that they have paid less than serl.OUS attentl.on to 
the other aspects of crime prevention efft"'lrts. 
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Another reason for the delay is that, in the past, many 
professionals, s'aw crime prevention as unworkable. Their skep
ticism related to the imprecision in predicting delinquency 
and to the belief that numerous societal influences on the juve
niles predisposed to delinquency make it nearly impossible to 
develop effective crime prevention techniques. 

Additionally, a general lack of understanding of the preven
tion concept has been a cause for delay. In point of fapt, crime 
preyention is not very well understood by many professionals in. 
the field. Although prevention takes place on several levels, 
more often than not they are grouped together. 

~ack of an organizational and policy change perspective also 
has been suggesteda~ a reason for the delay. Accordingly, there 
is a general inability to view, analyze, and interpret problems and 
situations in terms of their organizational characteristics.' 

A general lack.of understanding of the steps required for ,the 
development and implementation of a prevention program is perhaps 
an additional reason Why the lag exists. 

, What appears 'to be needed is a systematic framework to bring 
some order into this kind pf prevention thrust.' The need is poth 
present a~d pressing, and can be, it is fel.t, met by: 

1. Development of an analytic framework designed to view 
prevention programs· and' their; required .strategies; 

2. Utilization of.a,summary assessment of the current 
state of the art in community-based intervention . 

·strategies to the prevention of serious/violent juve
nile crimes, to the extent pOSSible, to give the 
framework descriptive reality and at the same time 
discover what innovative prevention strategies' are 
in existence;, and ' 

3. Provision of analytic tools to examine the appli
cation of preventipn programs within the framework. 

The deSign of this approach is implicit. l.n the design of this 
report. The systematic analytic framework specified in Step 1 was 
deve1oped~ Its ,construction is described later in thi,s chapter. 
For 'purposes of Steps 2 and 3, an analysis was undertaken of 12 
co,mmunity based approaches to the prevention of setious/violent 
juvenile crimes. The analysis examined projects against the 
systematic analytic framework. 
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A person, group, organization 01 community tha~ promotes the 
prevention of violent juvenile crimes is a facilitator of change. 
This includes change in the attitudes and behav.iors of youths, as 
well as changes in the operational patterns of organizations, 
institutions, or communities. In other words, there are basically 
two levels at \'.Thich change in these arenas can be facilitated: 
(1) individual, which, in the interest of easily un~erstood 
terminology, is referred co as de Zinque.ncy reme,dia.tion and (2) 
community, organizational, institutional change referred to as 
delinquency prevention. The thrust of this report shall, be on 
the latter. 

Essential to the development of a systematic framework for 
analyzing programs which claim to prevent serious/violent juvenile 
crimes is a clear understanding of the functional differences 
between delinquency remediation and delinquency prevention. 
A first beginning is some definitions. 

Delinquenay prevention is an active p~ocess,of creating con~ 
ditions that promote the well being of youths. A key word in this 
definition is conditions. 

Before pursuing the implications of the definition, it is 
also useful to define delinquenay p~mediation~ for much of what 
is called de Zinquency preventi'on can be understood better as 
delinquency remediation. DeZtnquency Remediation is a reactive' 
process of promoting change for or with individual youths who 
have a recognized need. Here th!= emphasis is on the individual., 

b. The Distinc,tive Character of' prevention Stra't'egies 

By distinguishing between delinquency p~evention and delin
quency remediation, it becomes poss~ble to establish s.ome clear 
differences between the strategies which relate to each of these
change processes. 

The following lists of intervention strategies b~ remediation 
and prevention clearly emerge from the suggested 'definitions. 

Intervention Strategies of Remediation 

Individual diagnosis 

.. 

Counseling, casework, psychQtherapy 
Group work 
Family treatment 
Crisis intervention 
Advocacy (case) 
Referral 
Brokerage for individual remedial services 
Consultation (related to individual) 
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Intervention strategies of Prevention 

Community assessment 
Planning 
Community organization 
Community education 
Organizational development 
Training 
Parent education 
Employment development 
Advocacy (cla9s) 
Legislative policy development 
Administrative policy development 

r 

Several observations can be made about these lists of inter
vention strategies. The intervention strategies of remediation 
are basically reactiv:e and focus on individual youths with iden
tified needs. The relationships of remediation involve a helper 
and a client and, as sruch, are private transactions between these 
individuals and are confidential in nature. I'n juvenile justice, 
remediation is often initiated at the insistence of someone 
other than the client. 

The intervention strategies of prevention are basically pro
active and focus upon conditions that are important to young peo
ple. The relationships of prevention invite participation. They 
are'public transactions and broad awareness is often an objective. 

I't can be easily seen that the intervention strategies of 
remediation require different skills and capabilities from those 
of prevention. For those personnel trained in the skills of reme
diation, a shift to the intervention strategies of prevention may 
require some retraining and reorientation. 

q. Technical Elemen'tso'f Program D'e'sign 

}Prevention programs exis,t for the purpose of identifyi~g, 
addr.essing and ameliorating those aspects of organizational 
co~unity, or institutional arrangements, policies, and practices 
which' are thO'lghtto contribute to criminal behavior among youths. 
They may have their sponsorship in govermnent, bus'iness or volun
tary s'ectors'; they maybe p:rofit or non-profit; the needs of 
youths may be obvious and urgent, or focused more broadly on at 
risk youths. But the relationship is nonetheless present •. By 
its nature, a prevention program realizes its pe,.:fQrmance only to 
the extent that it can: 

1. By utilizing <an understanding of the needs 
of youths',' identify and define impediments in 
communi'ty, institutional, or organizational l?ractices 
and arrangements to meet theRe' needs; 
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2. Translate these institutional, org:anizational, or 
community impediments into a program implementation 
statement (purpose); 

3. Establish a way of identifying, organ~z~ng and 
maintaining both community and program resources 
to accomplish the implementation statement; and 

4. Develop and maintain program and community feedback 
mechanisms for informing the program about whether 
or not it is on the right course or needs redirection. 

Each requisite, each phase, is difficult in itself and in 
relation to others. Every crime prevention program must deal with 
the requisites by applying a particularized type of problem-solving 
logic. This particularized logic is embodied in decision-making, 
in which the prevention program uses a rational frame of reference 
to define the nature of the problem, to identify alternative courses 
of action, and to select the most desirable solution. 

Figure 1 dep~cts the major phases in a prevention program's 
life cycle and sets forth the types of decisions relevant to each 
phase. The first phase, establishing the program's mission, is 
accomplished through decisions made about the needs for the pro
gram. This involves conducting a needs assessment. Needs assess
ment has both qualitative and quantitative dimensions. It in
volves more than measurement of need, and attention must be given 
to what is to be measured. ·Needs assessment, in a prevention 
contextJ begins' wi tl?, :problem analysis: 

What is the community's normative, perceived, expressed 
and/or relative view of the need? 

Does the crime problem represent a crying need for the 
community/neighborhood to act? Is it clear and under
standable among community/neighborhood residents that 
there is a crime problem? Is it a matter of controversy 
that there is a crime problem? Or does the community/ 
neighborhood agree that there is a crime problem? What 
potential obstacles are there to getting consensus on 
what to do about the crime problem? 

Can the community/neighborhood really have an impact on 
the crime problem? Where can organizational or institu
tional change be most effective? 

Is there a constituency of concerned or affected resi
dents associated with the crime problem? 

Are there any unique circumstances or opportunities of 
which the program, 'in coni unction with the community, 
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E'igure 1- Decision Making in the Life Cycle f o a Prevention Program 

Phases In The Program's Li,f~ Cycle 

Establishing the 
Program's/mission 

(Prevention Process) 
Q" 

Defining Objectives 

Designing and 
Operating the 

Program 

Designing and utili~ing 
feedback systems 
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1. Decisions creating and main
taining the Program 

2. Decisions operationali~ing 
the purpose of the Program 

3. Decisions on organizing 
internal and external 
resources to accomplish 
objectives 

4. Assessing information 
generated by feedback 
systems to determine if 
the program is on the 
right track or needs 
redirection 
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can take advantage in connection with the crime 
problem? 

What other public and private community agencies are 
involved in the problem and are they interested? 

Only after answering these questions can the quantitative 
aspect of need for the purpose of developing a program mission 
statement be addressed. Community involvement in this phase 
is essential because through it, the prevention program's mission 
is legitimated. 

In the second phase, defining objectives, the program is 
making decisions about how to translate its mission into opera-
tional terms. For instance, to help a youth develop a bond of 
attachment, we will engage him/her in a meaningful way in the 
prevention program's strategies designed to ameliorate school 
policies/practices which result in routine placement of "trouble 
kids" i'n special education classes. It is worth noting also that 
insofar as objectives have to be stated in measurable, timebound 
terms, a needs assessment provides the target data for the objectives. 

The third phase, designing and operating the prevention pro
gram, is associated with decisions about how to link the program 
with community sectors to accomplish operational objectives. 
For purposes of conducting this phase, reference should be made to 
the intervention strategies of prevention described earlier in 
this chapter.' Worthy of emphasis is that a key element of this 
phase is the transference of the prevention program's technical 
skills to the community so as to improve the community's capabili
ties for preventing and controlling crime. There is no question 
that the most important single factor in preventing and con
trolling crime is community involvement. 

The fourth phase, designing and utilizing feedback systems, 
is 4esigned to inform the program about the appropriateness of its 
course and the effectiveness of its efforts. 

Prevention of violent juvenile crimes is in an embryonic 
stage. It is essential that a feedback/evaluation component 
be built into them to learn which strategies work best and under 
what circumstances. Successes as well as failures need to be 
shared in an effort to develop model prevention approaches which 
may be utilized in communities across the country. This report 
is '3.n attempt in that direction. 

d. Community Involyement 

Specific planned strategies tm'lard creatj"ng condi tons in 
the arena in which youths recreate and otherwise spend their time 
can be a pos~tive and engaging activity that makes a better com
munity. People are the primary resources for determining and 
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bringing about change that affect~ them. Those youths, who might 
otherwise be identified as being 1n need of remedial service, 
can be engaged as active participants in a prevention effort 
that focuses upon improved conditons with positive results. 

In the construction of this systematic framework, the first 
requirement, and in some ways the,mos~ difficult ~o sustain, is 
the view that institutional/organ1zat10nal/commun1ty change, as a 
preventive measure, expand outward from the, individual tre~tment 
context of practice to the community or env1r~nme~tal sett1ng; , 
where here, as previously noted, the 70~cern 1S .Wlt~ the youths 
broader systemic environment and spec1fically, how 1t shapes and 
molds their predisposition. Community invoZvement is an essen
tiaZ ~equi~ement. 

~~y should crime prevention programs be implemented on a 
community level? Why can't this be done utilizing only trained 
specialists in the program? 

In reality, professional program personnel do not have ~he 
capacity to run crime prevention programs by themselves. Th1S 
can only be accomplished with the total involvement of the 
community. Since large number~ of youths are, or should b~, 
served through a crime preventlon effort, the cost of runn1ng 
such programs exclusively with prevention program personnel, 
would be prohibitive. In the interest of insu:ing th~ cont1nua
tion of crime prevention prog.rams beyond the t1me des1gnated by 
federal dollars, broad community support must be acquired. Federal 
funding of community projects is ~ost effectively sp~nt.on e~forts 
to institutionalize prevention-orlented approaches w1th1n maJor 
community/neighborhood institutions. Crime, both cause and cure, 
is rooted in the community--its attitudes, values and resources, 
and ~n effective crime prevention program must tap all levels of 
community life. 

Lay people can provide leaders~ip and, w~th th~ help of p:o
gram personnel, create a comprehe~slve community cr1me pr~v~ntlo~ 
program. All of the major communlty forces need to be ut111zed 1n 
t~~ process, including social clubs, business and civic leaders, 
church groups and youths themselves. 

Community crime prevention requires that program personnel 
join forces with the political and economic power structures in a 
community. If a prevention strategy focuses on parent education, 
for ~xample, school board members and the people who influence 
school boards should be recruited into the prevention pro~ram. 

In addition, the resources of corporations and businesses 
must be tapped. ~rofessionals have often been reluctant to 
approach the for-profit sector for assistance because of 
unfamiliarity with it and, perhaps, for fear of being co-opted. 
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However the business community has a strong interest in the 
general' welfare of the community in which it ope'rates. Some 
corporations have formalized this concern by creating departments 
of corporate affairs or corporate social responsibility. Progra'll 
personnel and laymen :working',lwi th community crime prevention' 
efforts must tap this resource. 

co~unity voluntee~s can be utilized in a variety of ways 
in the development and implementation of crime prevention pro
grams, including the following: 

1. People in the community should be involved in deter
mining needs, selecting priorities and setting a course 
of action for crime prevention programs in their commu
nity. I'f a program has' a formal board of directors, 
some should be composed of local citizens, civic,leaders, 
and business people. The importance of their roles on 
the board re~ates' to the fact that they bring with them 
community approbation and access to community ,resources' 
and networks. 

2. Another role for volunteers is the promotion of legisla
tion, job opportunities for youths, recreation, and 
cultural activities. 

3. Perhaps the mqst critical role for lay volunteers is the 
provision of assistance in carrying out public awareness 
'and educational initiatives. 

The aims' of public awareness initiatives are to inform the 
communi.ty/neighborhood about the extent and nature of the youth 
crime problem and offer ways' they can become involved in reducing 
it. Further, public awareness initiatives sensitize a community/ 
neighborhood to the fact that there is a problem in addition to 
providing a focal point for community mobilization. 

There are many other opportunities for community volunteers 
in crime prevention programs'. In fact, their opportunities are 
limited only by the amount of ene~gy and creativity that can be 
generated by programs truly responsive to community needs and 
concerns. 

surmnary Remarks 

The purpose of this chapter has been to set the stage for 
the remainder of this report. Brief observations were made of 
the state of current practices which are guided by theoretical 
orientations that contend the causes of juvenile delinquency and 
crime result from something within the individual. At counter
point, on the bas'is of current theories that purport that it is 
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more appropriate to look outside the individual for the causes 
of youth crimes, important considerations and step$ have been 
presented for .developing and implementing new approaches to the 
prevention of serious/violent youth crime. 

A major prerequisite' for launching juvenile crime prevention 
programs within a community-oriented context, as presented herein, 
is considered to be a clear understanding of what prevelltion 
means and a concomitant familiarity with related intervention 
strategies and an understanding of how they differ in nature and 
implementation requirements from remediation strategies. 

__________ --.J\, 

In sum, the analytic design outlined in this chapter serves 
as the general framework for the assessment of the twelve (12) 
projects that were 'identif.ied as promising approaches to the 
prevention of serious/vio~ent youth crime. 
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Chapter 2 

METHODS AND PROCEDURES 

Identification and Selection of Projects 

The procedures used for identifying projects for review and 
s:Lte visits can be best decribed as "exploratory," but they en
tailed a step-wise seg:uence, moving from virtually the unknown, 
Le., the location of CBOs throughout the United States, to the 
selection of specific programs to be included in thedpcumentati~n 
of preventive efforts~ 

A.population of unknown size and. location always presents 
problems for those seeking to determine and report on something 
about the population in question. In particular, questions might 
be raised regarding the completeness of the population once ~loca
tion efforts have been accomplished, and consequently concerns 
may be expressed regarding the representat:t'veness,. of the sampl~ 
selected. * . 

In relation to the present effort, the net~orking proceds , 
utilized by LM&A may.not have, and most probably did not, result· 
in identifying ~ll of the CBOs in the United States conducting 
crime prevention programs' or otherwise en,gaged in th~prevention 
of juvehile crimes. Ho~ever, it is believed that the process 
significantly reduced the chances of oversight. 

. LM&Aengaged itself in the following procedures after target 
areas, based on reported level 'of the incidence of v~olent/serious 
'ctimes~ were. identified: 

Reviewing'input from AdVisory Panel members and consultant 
networks 

" 

Developing a protocol ,for project identification and the 
gathering of information on prevention programs 

.• RevieWing the litera.ture' on prevention models 

Contacting kno'tledgeable persons familiar with CBOs in 
target urban areas 

Cond,ucting initial telephone interviews with the directors 
of prevention programs 

*One'methodolagical factor making the population a Little less 
nebulous' was LM&A t s decisi.on to target the identification acti v~' 
1ties to urban areas characterized by high viol~nt/serious crimes. 
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Analyzing' ini tial telephone interview data. 

Conducting a second set of interviews or seliciting by 
mailed completed interview schedli~;!~s from program directers 

l... __ "\\ 

Analyzing the second set of interview data 

Selecting projects for site visits 

Notifying and scheduling projects for site visits 

Conducting site visits 

An eccasional deviation from this operating format was neces
sitated by geographical area served as well as the resources avail
able for project identification. 

The projects were selected fer site visit based on the ~ollow
ing criteria: 

(1) The extent to. which the projects incorporate the 
social development model; (Hawkins, p~pter et. al.) 

(2) The typology of cause-fecused strategies of delin
quency prevention; 

(3) Extent of violent crime in t,arget area of projects; and 

(4) The extent to which preject met criteria develeped 
fer site vis~t selection 

A total of thirty-one site visits was made to. projects 
located ip the fellowing Cities: 

New Yerk, New York 
Newark, New Jersey 
Philadelphia, Pennsylvania 
Miami, Florida 
Roanoke, Virginia 
Chicago., Il·linois 

Birmingham, Alabama 
Atlanta, Georgia 
Oakland, California 
Los'Angeles, Califernia 
San Francisco, California 
Compton, Califernia 

Time constraints did not permit the staff ample time to. visit 
projects located in the southwest,cerridor and Puerto. Rice. Decu .... 
mentation on these projects, as well as "the 19 ethers subsequently 
eliminated, are en file and have been reviewed fer general 'lise. 

Study Prejects 
,") 

A highly select group ef twelve (12t ef the thirty~one (31) 
proj'ects' was chesen for the indepth analyses for this repert. 
Management censideratiens and eutc;;ome benefits mandated this ceurse, 
of actien. 
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The twelve (12) projects were sel~cted after careful and 
focused study bY,LM&A,s~aff ef the t~irty-one projects initially 
selected for a s~ te v~·s~ t. Some of the factors considered in 
the final selection, in addition to the extent to which the pre
jects met the assessment criteria, were the quality and quantity 
of data in the project's file and geographical distributien. 

The projects chosen are listed belew alphabetically and their 
detailed descriptiens are included in Chapter 5 in that erder: 

1. Asseciation House ef Chicago 
Youth and Family Interventien Project 

2. Belafonte Tacelcy Center, Inc~ 
The Outdoor Challenge Pregram 

3. Centro De Cambio 
Community Assistance Team Project 

4. House of UMOj~, Inc. 

5. Humbel t Park Project/Sa,fer Foundaticn 

6. Inner City Roundtable of Yeuth, Inc. (ICRY) 

7. Reach Out, Inc. 

8. Real Alternatives Program, Inc. (RAP) 

9 • Ri.chmend-Perrine Optomist Club 
Perrine Crime Prevention Program 

10. Service for ASian-American Youth (SAAY) 

11 Sey Y.E.S., Inc. (Yeuth Enterprise Society) 

12. Wynwood Youth Center, ~nc. 

Peints ef Emphasis and Considera'tien 

The ev~rriding goal of the related activities ef. Task One ef 
LM&A's prepesed work under its contra'ctual agreement in the VJCPP 
was an analytical ass~ssment of the,findings resulting from the 
study ,?f selecte~ pre~ects, engag~d ~n promising strategies to" pre
vent v~el~nt/se~~ous Ju:ren~le cr:-mes. Varieus management and out
cmne c~~s~derat~ons dur~nvthe l~~eof the study effort necessitated 
select:-ng a samp~e of preJects whl.ch does not meet the standards 
of'a rigorous ~c~entific,design. Rather than being representative 
,?f ,the p~pulatJ.on o~ proJects conducted by CBOs, the group ·cf pro
Jects eVJ.dences a wJ.:de range of appreaches of communities in 
se~ected high ~rime urpan areas to the prevention of juvenile 
cr~mes. As suC;h, the data base represents a rather purposive 
sample upon wh.1.ch to draw fer analytical purposes. 
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A second point must be strongly emphasized; namely, the over
all effort did not represent an evaluative research project in 
which evaluation criteria were developed and utilized as yard sticks 
to determine program success. The study was an attempt to id~ntify 
what is happening in the field and to analyze and assess the operat
ing programs from the perspective of a community based preventive 
model. Each project has been described and assessed in terms of 
its own features and; in a summarily fash~on, to some of the guides 
jointly developed by ~M&A and OJJDP. The integrated analysis 
represents an after-the-fact imposition of objectives and criteria 
upon the projects analyzed rather than reflects the explicit objec
tives of the projects or a predetermined set bf study criteria. 

A third consideration relates to the nature of much of the data 
utilized in describing the individual projects and subsequently 
utilized in the integrated analysis. The overwhelming majority of 
the data incorporated in the description of the operational context 
of the projects, e.g., geographical, cultural, economical, criminal, 
family stability features, is perceptual in. nature rather than data 
resulting from the study of documented sources and/or staff observa
cion or through direct study. 

\ 
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Chapter 3 

ANALYSIS OF THE PROJECTS 

Conceptual Framework for the Analysis 

The purpose of this analysis is to provide a summary assess
ment of the current state of the art in community-based approaches 
to the prevention of serious/violent juvenile crime as it is re
flected in the detailed reviews of the twelve (12) projects in
cluded in this report. 

Although this group of projects is not a representative 
sample in a rigorous, scientific sense, the selection process 
was designed to include projects evidencing a,wide range of 
communi ty-based approaches -to the prevention of serious/violent 
youth crime. The composition of the sample restricts the pre
cision and elegance of t:he ana.lytical design; howe.ver, the rich 
body of descriptive data derived from the available sample does 
allow the highlighting of promi'sing strategies and common 
limitations that can, in the aggregate, yield a base of infor-
mation from which improved approaches can be developed. . 

This analysis, like any other, presupposes assumptions and 
. criteria against whi.ch. the reviewed projects were measured and 
assessed. The ftssumptions and the implied and explicit criteria 
flowing from them that shaped and guided this analysis relate to 
three (3) basi.c features of proj ect operations, namely, the role 
of the community, the pattern of youth involvement, and preven
tion strategy' emphases. Each feature requires further examina
tion to expfai,n its meaning and relevance as an analytical tool. 

1. The' Role of the COinIntmity 

Current theorizing, and common sense, emphasize that broad 
community involvement is essential to the prevention of serious/ 
violent juvenile crime in areas experiencing this problem. Commu
nity involvement begins with the es'tablishment of widespread 
awareness of the problem and a sense of shared responsibility 
for its'prevention. It builds upon the development pf acceptance 
of the l!=gitimacY' (appropria'ceness' and relevance) of proposed 
prevention strategies and finds expression through the surf'acing 
of indigenous leadership and subsequent widespread participation 
in shaping, targeting" and implementing prevention strategies 
in line with commonly perceived needs and priorities. 

rrom this perspective it is clear that projects claiming 
a community prevention orientation can be, in fact, community
hasedand yet essentially detached from and impervious to 
i.nf1uences from the communities they serve. 
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The assessment of existing community-project relationships 
in the 12 projects studied is design~d to identify insights 
pertinent to steps to emphasize and those to avoid in building 
this relationship when mounting future prevention projects. 

2. The Pattern of Youth Involvement 

For purposes of extreme comparisons,. the patt~rn of-youth 
involvement may be _that of passive recipient of or active partici
p~nt . in- cit project's program of services. - Furthermore, project 
services may effect a separation of served yquths from or an 
integration with the life of the communitYiand, projeat ser
vices may concentrate on one or more specific problematic 
:youthful behaviors (e. g., trua_ncy) as dis tinct from taking a 
more holistic approach of youth-in-environmenta~ context. 

Prevailing thinking on the role of youth in the prevention 
of serious/violent youth crime stresses the need to acknowledge 
the capacities of youths for. contributing to the-shaping and 
carrying out of preventive activities within the community 
context. Through such self (peer) help and mutual aid activ
ities"it is reasoned that youths profit by achieving better in
tegration into community life through practicing conventional 
role oehavior and from the rewards of improved status '(and per
haps financ';l.algain) ari_singfrom favorab;t.e 'connnunity reaction. 

Thus, from an assessment standpoint, projects at greatest 
variaric::efrom current thinking about the role of youths in commu·
nity approaches to preventing serious/violent youth crime would
be those that wait for other sources in the community to identify 
and refer youths exhibiting specific problematic (de1inquent/ 
criminal) behaviors and then apply pre-set services primarily con
ducted within project operated facilities to remedy known 
problems. 

3. Prevention StrategY Emphases 

The major sources of influ.ence on the integration, social
ization and control of youths' behavior are commonly asserted 
to be those pf immediate community, family, school, peers 
and the employment structure. Virtually without exception I 
urban neighborhoods exposed to high rates of serious/violent 
youth crime are found to exercise deficient, inappropriate, 
otherwise inadequate influences upon youths' behavior through 
at least one, but usually more than one, of these sources. Hence, 
if responsibility for the prevention of serious/violent youth 
crime is to be returned to the commun~ty, the goal of preventive 
strategies must be the strengthening and/or modifying of these 
sources of influence. In short, prevention strategies are those 
t!L',t aim at a1,tering the conditions in the community that prompt 
C;J' permit s-erious/violent youth crime. 
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h 1 properlY,understoo~, preventive strategies are those 'that 
epa COlnmUnl. ~y recognl. z~ and focus upon the condi tons that 

~ro~p~ or perml.t youth crl.me--as contrasted to a focus 
l.ndl.vl.dual youth offenders. These strategies lend ,upon 
for episod~c and sustained capacity building in ord:~s~stanc~l 
the communl. ty to respond effectivel b ' 0 ena e 
ting for deficient conditions in th: co~m~~f~;ct~ng,~r compensa
peer or employment network. From this v;ew ,'t aml. y, school, 
rule, projects deviate from ' -" pOl.n , as a general 

;~*~~i~~~~nd!~~C~ot~~!re~~!~~V~~~!~~:~~~~~!;!~=d~~=~~ ~;~~~~d~~l 
~~l.~oe~~=~~~~~a~~ ~~~~~~~~i~~u~;~::egieSe~at~~r ~~a~e~:~~s~::~~~~ 

A variety of authorities have 'd t'f' d 
tive ~tra.t.egies, that is, strategie~ ~~P~b~: o~n a~~ray c;>f preven-
~lterl.ng the conditions that prompt or perm't • re/ss~ng and 
Juvenile crime. Among those about which ,l. serl.OUS Vl.olent 
broad agreement are the following: there appears to be 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

Community Assessment (Determining the natur of the 
problem and assessing community resources);e 

~lanning (Identifying and setting priorities among 
argets for action and, establishing action steps)i 

~~=~~~i~sorg~nization (Mobilizing existing community 
an resources); 

Community Education (Increasin bl' 
problem and bu' Id' _ g pu l.C awareness of 
its resolution); l.ng sense of shared responsibility for 

or<J.an~zational Development (Creating new or altering 
eXl.stl.ng organizations and networks); 

Trainin9: (Upgrading prof ' 1 sk '-II y eSSl.ona , volunteer, or youth 
l. s l.n order to alter community conditions); 

Parent Education (Int:1.'easing the co ' , , 
parents and families with th pl.ng capacl.tl.es of 
parents or prospective par~~~s)~' and of youths as 

Advocacy (Cr:ating c;>r leadir.g socia-political 
for changes In condItions); movements 

Employment Developme-nt (Creati ' , 
altering conditions that ne t~g ~ew 0pportunl.t~es and/or 
youths employment)i ga l.ve y affect the access of 
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10. LegislatiVe Development (Promoting/shapins, supporting 
legislation capable of improving community conditions); 

11. Administrative Policy Development (Promoting, shaping, 
supporting changes in program content, eligibility 
and access pertinent to youths). 

It is obvious that any or all of these stratesies could be 
imposed upon a community by an aggressive project without solicit
ing and progressively building up broadly based input from commu
nity residents, professional and business leaders and the like. 
It is also clear that a project could retain a monopoly on the 
technical expertise to mount such strategies rather than trans
fering such expertise to the community, particularly in the 
absence of significant community involvement, and that it could 
proceed without requiring more than a passive or recipient role 
on the part of a community's youths. Finally, all of these 
strategies could be put to use in serving the goal of individual 
remediation rather than the goal of changing community conditions 
to affect prevention by emphasizing individual needs assessment, 
case planning, case advocacy, individualized job placement v pro
moting legislation in support of individual remediation programs, 
and so on. . 

In sum, the purpose of this discussion has been to identify 
as clearly as possible what a project engaged in community pre
vention of serious/violent youth crime looks like by stating its 
components and emphases and contrasting them to their opposites. 

Each of the 12 projects examined in this analysis asserted 
a claim to being engaged in community prevention of serious/ 
violent youth crime. Each was compared to the conceptual frame
work offered here for the purpose of deriving aggregate summaries 
that highlight both the promising techniques and the l±mitations 
in the state of the art. 

Assessment of Project Approaches to the Role of the Community 

Estabtishing CpedibiZity 

All of the projects can be considered grassroots in origin 
in the sense that o~e or a small number of dedicated individuals 
saw a need among their respective communities' youths and devoted 
themselves to meeting it, often at personal financial sacrifice. 

Some projects gained a measure of immediate credibility 
by virtue of their affiliation with sponsoring organizations 
that had, over the years, gained wide community acceptan~e. 
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Other projects that formed independent non-profit organizations 
to carry out their missions faced the more arduous task of earning 
credibility through program performance, a task that has achieved 
un.even success to date, particularly relative to law enforcement 
personnel. . 

Among projects ~ponso~ed by organizations, project service 
goals and program,or1entat10ns d~ no~, as a rule, vary markedly 
from those of the1r parent organ1zat10ns. This suggests that 
the advantage ~f winning ~edi~te credibility is counterbalanced 
~Y both commun7ty and organ1zat1onal expectations that the pro
Ject~ ~onform 1n broad terms to parent organization service 
tracht7ons., In s~ort, th7 role of, the community in project 
opera~1on~ 1S def1ned by 1ts r~le 1n operating within the parent 
organ1zat10n;hence, these proJects do not commonly initiate 
separable efforts to establish credibility but rather work 
through and within their parent organization's established mode 
of operations and comm~nity netw~rks. Ev7n those projects that 
have spun-off from the1r sponsor1ng organ1zations tend to continue 
to relY,upon the parent,o~ganization's reputation and community 
co~ect10ns for fund ra1s1ng and other legitimacy building activ
it1es. 

Projects that began as independent organizational entities 
o~ th7 other h~nd! have d7monstrated comparatively more innova-' 
t10n 1n estab11sh1ng cred7bility. For example, persistent. 
f~ce-to-fa~e efforts to W1n acceptance and establish reciprocal 
11nkages W1th law enfo:cement and youths themselves, solicitation 
of favorable local med1a coverage, and the establishment of tight 
internal management coupled with highly selective CUltivation of 
releva~t sourc7s of ~ommunity support are all techniques with 
potent7a~ for 7IDprov1ng the status of projects in the eyes of the 
commun1t1es be1ng served. 

, By these ~aried approaches it appears that all of the pro-
Jects h,:,-v7 ach1eved a~ le~st,partial community recognition of 
the leg7t~acy ~f t~e1r m1ss10ns: However, if judged by perhaps 
the ult~ate cr1ter1on of co~un1ty financial support, most of 
t~e,proJects hav7 yet to ach1eve solid standing in their commu
,n1t17s. One J?roJect, has obtained some United Way funding through 
the 1nter'Vent10n of 1ts parent organization and two others have 
b~en ~uccessful in obtaining foundation funds by stressing the 
m1nor1ty self help concept and by utilizing prestigious community
based,board memb7r~. These lat~er tw~ projects are also aggressively 
mount1ng fund ra1sJ.ng J?rograms 1nvolv1ng individual soliCitations, 
sponsorship of enterta1nment events and the like. It should be 
added, however, that these projects, like the rest, remain depen
dent to an unknown but probably substantial degree upon government 
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sources (w~lfare and the courts) for payments to provide tradi~ 
tional individual remediation services (gang mediation, foster 
care, counseling, etc.). The futures of projects that lack these 
sources of support appear to be in serious doubt. 

It is interesting to note, from th: perspective of c~nununity 
prevention of youth crime, that one proJectts sponsoring'organiza
tion feels that it increased its credibility in the community whep 
it was able to move from being a store-front and pool hall operation 
into permanent facilities. 

Involving the Community in P~ogram 
Deve lopment and Administration 

,A~l c;f" the proj ects appear to, have been launchea by one or 
a few l.ndl.V:Lduals who were respondJ:ng to what they perceived to 
07 widespread co~unity concern over the problem of seriou~/ 
vl.olent youth crl.me. As a general rule, the communities being 
served played no formal, organized part in the initial assessment 
of its problems and/or its resources for addressing them. 

, P~rt~ <;>f this ~ay be att:;ibuted to the impatience of charis
ma tl.C ,;mdl. vJ:duals W'l.th formal:Lzed processes r part of it may be 
.traceable to a lack of project expertise in mounting co~erent 
assessment approaches and part of it may have resulted from 
communitt reluc~a~ce ~o the,be~orthcoming about its problems to 
,new,helpl.ng entl.t:r.es ;r.n thel.:t;' ml.dst. Whatever the reasons 
h,avl.J~g s,tarted upon an impressionistic basis, all of the projects 
contl.nue to be sadd~ed wit~ marked deficiencies in program 
structure and techm:.cal Sk;LI1~ rel~ti ve to obtaining: anq. upd.ating 
coherent assessments of the dl.mensl.ons and distribution of both 
the problem and the responsive resources in their communities. 

Ove: the co~rse of time, each project has developed some 
fo~ of 1,nformatJ:O~ feedt\a7k that could loosely be referred to 
as l.,t~ management, :r.~f<;>rmatJ:on system. These methods range from 
techn;L'lues for utl.l:r.z:r.ng youths to monitoring street rumors for 
J?urposes' of improving project crisis responsiveness to elaborate 
~ntake record forms replete within numerous data elements filled 
out and periodic«;llly'. updated by staff. The techniques help. keep 
c;t pulse ~n certa:r.n kinds of community problems and/or provide 
;Lnfor.mat:Lon of a case manag~ent sort about the types of yo~ths' 
!erVed a1;1d the tYP7s.9f,se7V7-ces render7d.These approaches' to 
l.nformatl.on gatherl.ng" l.ndl.Vl.dually or l.n combination. fall far 
sh,?r~ of t~e type of systematic periodic effort to tap community 
opl.n+.on ana ~~ta s'ources (census data, police reports , etc.) 
needed ~o gU;Lde and shape program activities. 
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In the course of their development, all of the projects have 
also made efforts to incorporate greater community input into 
project management and/or program guidance. Although these 
efforts have commonly led to the formation of project committees 
or councils broadly representative of community opinion, ,this 
is not always the case, and the purpose and role of the groups 
that have been created vary widely from project to project. 

According to available information, with few exceptions, 
these groups do not appear to be well integrated into project 
activities or to play a very meaningful role in shaping their 
direction. 

There are at least two reasons why this may be the case 
among projects located in sponsoring organizations. First, and 
most clearly, in every case sponsoring organizations--their 
executive directors and Boards--retain decision making authority 
and hold project directors responsible for daily management.' 
This reduces a project's committee or council to an advisory 
status at best. 

Secondly, given their small size in terms of funding, sta£f 
and clientele served, several of these projects appear to suffer 
from an inverse management pyramid, one which absorbs project 
personnel in intricate reporting details and relationships with 
their organization's executive branches as well as inb=rnal 
committees set up to oversig'ht the project. These projects 
appear to be hampered in te~ms of both time and authority rela
tive to effectively utilizing community committees directly 
affiliated with their activities. 

Whether projects are sponsored .by parent organizations or 
not, however, the community based groups affiliated with most 
of them appear to function as sounding b~ardsfor ideas gener
ated by project personnel. ;rn short, th~y perform a reactive 
rather than proactive role and this is probably traceable to 
the fact that these groups were created after the project 
concept had been formulated and its implementation had been put 
into motion. 

G 

There are notable exceptions to this general observation, 
particularly among projects that incorporated as independent 
organizations to carry out their respective missions. SOIne have 
followed the path of developing more or less formal, centralized 
decision-making structures around the founding individuals. In 
these projects community involvement in project development and 
administration appears' to be very limited and highly. controlled 
by each project's' leadership. 'In contrast, One project has 
developed a dual .Boards~of-Directors concept that may well have 
considerable merit for promoting community input. One board is 
comprised of community leaders while the other is made upbf 
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representatives of youth street gangs/clubs. Both Beards have 
responsibility for project planning, and, perhaps most importantly, 
each holds veto power over the other's proposals. 

As a general rule, community involvement in the internal 
development and administration of project activities does not 
appear to be very significant. 

Use of the Community in P~evention Activities 

Most projects have not concentrated upon mobilizing or 
organizing the community for purposes of carrying out project 
activities. While all projects have developed!, some ties to the 
communities they serve, most can be classified(as placing pri
mary emphasis upon building their own internal service programs, 
upon utilizing the services available in their sponsoring organi
zations, or upon developing referrals/placements linkages with 
other existing community youth services resources. These are tac
tics COlmnon to any org.anization concerned with maximizing the 
delivery of direct services to its clientele; however, they are 
not well suited to the tasks of cultivating indigenous community 
leadership, mobilizing community initiatives or otherwise focus
i~g community awareness and energies upon the problems of youth 
crime. 

It is possible that these projects have been so preoccuppied 
within meeting the immediate service needs ·of youths that they 
have not yet moved to the stage of turning their attention to 
utilizing their communities in prevention activities. There is 
some support for this possibility in the observation that most 
projects currently are attempting to utilize their community 
advisory councilor committees and other linkages to their commu
nities for purposes of raising money to assure their survival 
over the immediate future. However, concern with survival 
places a project in the unenviable position of having to devote 
attention to mobilizing the community for the project's bene
fit. This in turn can dampen community support if the conunu
nity inte.rprets such efforts to relect placing apriori·ty on 
self seeking. goals. Available in,~ormation on at least one 
project suggests that it may be confronting such a problem. 

On the other hand, it is also possible that mobilizing 
the community to carry out prevention efforts was not a pri
mary goal of most of these projects from their beginnings. 
If so, the low level of demonstrated effort toward this objective 
would ,not be inconsistent with their original prograIQ. philoso
phies. Indeed, the program.philosophy.common to many of the 
projects appears to be that of developing service programs for 
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youths and then to seek community support for' , , 
of those programs. Thus from theb ., the carry~ng out 
perceived the co~unit.Y'~role to b eg~nn~ng, manr pr<;>jects 
than parti~ipatory. . e more support~ve ~n nature 

, One project represents a p~omisin d . ., 
tat~?n~ Her~, the concept is the formitiepar~ure from th~s or~en-
cOmmun~ty adults and youths whl.ch· on o teams c.omposed of 
project personnel that have patrol are sUJ?portedand adv:iseQ by 
w~thin thei.r own neighborhoods. Th ~urve~;lanc~ a~d o.tl;er. functions 
n~ty mobilization and depends upon 6~~ro,~ct beg~ns w~th comrnu-
work in contrast to' most ro'ect un~ y members to do the 
project initiatives and b~in~ing ~~~roaches,tha! depen~ ':lpon 
them. ~i;. should be noted h.ere tha comrnun~ t:r, ~n. later to support· 
~he proJect has had no luck to dat! fhe ~~g~n7.zat~on ~hat sponsors 
~mplem~nt this approach. n 0 a~n~ng fund~ng to fully 

Perhaps the most common meth d . d .. 
'stimulate comrnl,mity involvement fO use by thes~ 1?rojects to 
volunte:r~ from people indigenous'S t~h~~. of recr';1~ !~~g staff and 
Strateg~es range f~om seekrng to de e e COmmun~t~es they serve. 
staff structure to supplement:i:ng Pli6f lop '. a completely indigenous 
youths who were former programpart±c~ssr~n.al sta!f ~y recruiting 
note here, however, that. the c . pan ~. ~rt ~s ~mportant to 
co~unity residents' to perform Q:~~cemphas~s IS uJ?on utilizi~g . 
The~r knowledge of the cormnuni,t . ~ . 1:: se~Ice del~ very functIons. 
making dj:x::ect s'ervices more rel~v~~t concerved to be va~uable in 
k~o~ledge is not geperally' ut to use iO tho~e,~~rved, ~ut that 
nI.~~es for purposes' of alt~ring co d '.1:. n mornl~"Ing their commu-
cr~me Prevention efforts. . n I. ons and/or related youth 

Assess~ent of Proje'ct Patte'rnsof 
Youth Involvement 

ElJtabli'shing Stpeet Cpedi'biZity 

, Street credibility or b 1 ~ . f ' 
efforts in the eyes of the 0 e I.e I.~ the worthiness of projec'c 
thrc;>ugh:. project initiatives y d~;hs b~~.~g served, must be earped 
U~l~ke community credibilit i~c!e towa~ds the youths themselves. 
virtu~ of. a project' s aff:nl~tion ~s~~t l;kely to be gained by 
organ~~at~on, letters of support fWI. a re~pected".sponsoring 
f<?rmalIzation of reciprocal reI t"romh70mmu~~ty leaders, 
n~ ty servi.ce agencies and si ", al ~otns ~p~ W~ th existing cC?mmu-

, mr ar echn~ques. 

While street credibiJit 1 
~uct of projects focused ~poK w~~ d seem t<? be vital to the con
~s e~tirely possible to 0 erat . e Preve~t~on o~ youth crime, it 
~ng ~t.Indeed, the hist~r o~ ~uch J?ro)ects w~thout establish
eff<;>rts is littered with ex~ le~uv~n~le,delinquency prevention 
merI.~ that either never soughi 0 pro~ects <?f undetermined 
conf~dence of the youth.s· th '. or otherw~se fa~led to gain the ey served. 
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From a prevention standpoint, aggressive outreach to youths 
in the community context would appear to be critical to estab
lishing street credibility. In this regard, a number of 
promising approaches are worth highlighting including th~ use 
of periodic newsletters directly targeted at and at least 
partially developed by youths, sustained face-to-face contact . 
between a project's founding leaders and youths, and the operat~on 
of outreach youth recruitment approaches. 

The extent to which projects invest in efforts to establish 
street credibility through outreach, however, appears to be 
materially influenced by s'Uch factors as how locked in they 
are to specific sources of youth participant referrals and 
associated funding and whether they are or are not part of a 
sponsoring organization. 

For example, some projects receive most, if not all Of 
their youth. participants and substantial funding as a result of 
assignment by youth courts and are, in one manner or another, 
affiliated with sponsoring organizations. Although the available 
information is not entirely clear, it does suggest that one project 
may no longer emphasize i.ts detention center recruitment approach 
given its current referral relationship with the youth court. 
Further, another 'project relies upon the newsle'tte;r of its sponsor
ing organization to carry project news to youths which may well 
lessen the appropriate targeting of informaticn to specific youths 
and, coincidentally, youths' sense of ownership of this communi
cation device. Finally, court aS,signment of youths on a county 
wide basis seems to influence project outreach activities. The 
immense scope of the geographic area covered by the project, 
coupled with the steady supply of youth participants from the <?ourt, 
no doubt diminishes any felt need on the part of project personnel 
to establish street credibility. Under these circumstances, it is, 
not surprising that this project considered a move of operations 
from storefronts and pool halls to permanent ,facilities as an 
upgrading of its credibility and that it depends upon the attractive
ness of its pponsoring organization's recreation, cultural and 
sports programs to attract youths to its offerings in lieu of 
outreach.efforts. 

Establishing street credibility also appears to be a higher 
priority among projects that address themselves to street gangs 
and clubs. I'n particular, one project which directs itself to 
"program resistant" youths', h.as invested considerable effort in 
creating communication .linkages between the project and youths 
in the streets' through gang/club leaders and, in turn, derives 
a high percentage of its youth participants by word of .mou.th 
and self referrals through this conuaunication network~ Similar 
efforts' are evidenced by other projects concerned primarily 
with street clubs/gangs'. 
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Youth gangs and clubs are, of course, visible entities within 
community environments that both define and negotiate issues 
of credibility. Projects that deal directly with street gangs and 
clubs no doubt perceive establishing street credibility as more 
central to the success of their preventive efforts than pro-
jects aimed at serving individual offenders and those at risk. 

Invo~ving Youths in Project Deve~~pment 
and Administration 

Most projects have made some effort at involving youths in 
the internal decision making process; however, the nature and 
degree of involvement varies widely_ One method is to appoint 
some youths to the project's governing Board of Directors. 
More commonly, a separate youth advisory councilor committee is 
formed, or feedback is obtained through rap sessions and interviews. 
with participant youths. One project utilizes structured daily 
sessions. to obtain youth participant reactions, but beyond thi,s 
most proJects do not appear to make allowance for meaningful input 
from youths nor for broad representation 0,;E non-participants as 
well as participant viewpoints. For the most part l'outh participa
tion is reactive and/or limited to such decision making as planning 
dances, games and other recreational activities. '. 

The one clear exception to this pattern is a project Which 
has a dual Boards of Directors structur,e, one of which is entirely 
composed of representatives' of street b't"j.ubs and gangs. This Board 
has jpint planning responsibility and shares veto power with the 
~ther.board composed o~ co~unity.leaders. Unlike other projects 
~n th~s study, youths ~n th~s proJect have gained some mid
man~gement staff leadership pos·itions as well as significant say 
so ~n the development of project activities and priorities. 

Use of Youths in Community Prevention Activities 

From a community prevention perspective, youths should not 
be dealt wi.th as mere recipients of services; rather, they should 
b: considered pa:t of the solution of the problem of serious/ 
v~o~ent youth cr~me •. The types of services offered by several 
p~o?ects, ho~ever~ d~ctat~ roles for participating youths that 
m~t~gate aga~nst ~ntegrat~ng youths into the conventional life 
of the community and/or their contributing actively to preven
tion efforts. 

Chief among these are projects that offer residential ser
vice~ or oth~rwise remove youths from the community context to 
p:o:,~de serv~ces. These proj ects of.":er al terna ti ves to community 
l~v~ng and/or resources rather than community utilization such 
a~, alternative.school,.wilderness living experience, and'full .... 
t~me classroom ~nstruct~on oriented to the rules of the world of 
work. The use of youths in prevention efforts in these projects 
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appears to be limited to volunteer o~ paid peer counseling with 
other youth participants. These projects also rely to a consid
erable extent upon the courts and/or welfare agencies for' youth 
participant assignments and payments and may well be limited by 
these arrangements in terms of the permitted scope of youth in
volvements in prevention activities in the community context. 

On the other side of the coin, a number of promising I 

approaches are in evidence including the development of teams 
composed of community adults and youths guided by project per
sonnel tbat purport to perform patrol, surveillance and other 
duties, the creation of a gang council to heighten communication 
betw,een youths, and the community, the utilization of youths to 
escort and protect senior citizens, and the formation of a group 
o~ female youths itr.hat serves as an "early warning system" in 
monitoring street rumors concerning gang activities, among other 
functions. 

Once again, the preponderance of innovations involving the 
integration of youths into conventional community life and in 
carrying out youth, crime prevention activities stems from pro
jects directly engaged in addressing street clubs/gangs. Con
versely, projects that have built up imposing internal service 
delivery programs as an alternative to using or developing such 
options within ,their communities and/or those that have formal 
referral/payment arrangements governing large numbers of youth 
part;icipants appear to be less motivated or otherwise less capable 
of effecting community integration for or community prevention 
with the youths they serve. 

Assessment of' Proje'c't Prevention 
Strategy Emphases 

P~ev.ention GoaZs and Focus: IndividuaZ 
Remediation/Changing Community Conditions 

The goals of the projects studied for this report were 
generally established by the founding individual or small 
m;unber of in.di viduals' according to his/their personal percep
tJ.ons of the need(s) of youths within their respectivecommu
nities. ~or,t~e better part, these needs were perceiveq in 
terms of ~n~~vldual youths, their lack of coping skills their 
abundance of iCj.le time and/or their attachments to unde~irable 
groups and influences. Given. this, it is, understandable that 
~he-primary emphasis in most projects has been upon developing 
J.ntervention strategies and services of an individual remedia
tion so:-t, notwithstanding the rhetoric of'prevention 'oadopted by 
the proJects. 
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In no instance does ava~lable information indicate the 
kind of widespread community involvement or that of .a commu
nity's youths in the process of goal formation that could have 
drawn the attention of project founders to the impact of commu
nity conditions upon the behavior of:its youths. 

A few of the fou~ders did conceive of the problem of 
serious/violent youth crime ina broader context and this is 
reflected in "their goal orientations. For example, two projects 
explicitly pointed to inadequacies and failures of family units as 
primary contributors to the problems of youths and set about, in 
quite different ways, to target their interventions upon the 
family. Another project asserted a recognition of unjustprac
tices in community institutions such as law enforcement, the 
co~rts ~nd schools ,to be a major contributing factor to youth 
crJ.me, a?d one proJec~ls founder, having been a former gang 
leader, shaped the goals of the project toward interventions 
affecting' gangs as entities' rather than their individual members. 
A similar path, was followed by another project. 

In spite of these somewhat more prevention-oriented initial 
g<?al orienta~ions, these projects have,proceeded to develop ser
VJ.ce stra'!;:egJ.es and programs that are J.n many ways' indistinguish
abl~ from the indi~idual remediation programs conducted by other 
proJects. One proJect, for example, has pecome basically a foster 
family care pr~gram similar in form to numerous other existing 
gro,?pfoster care facilities. Although its emphasis upon an . 
AfrIcan model of family life is s'trikingly different, it primarly 
se:-ves t<? provide ax; alternate family for individual youths. In 
d<?J.~g th~~, th~ proJect does ~o~ attempt to alter community con
~J.tJ.ons a~f7ctJ.ng natural fam~lJ.es or to improve their functioning 
J.n any meanJ.ngful way, but rather it offers a SUbstitute for the 
naturc;tl family, apparently on a permanent basis. This approach 
~an, J.n fact, be reasoned to be anti-natural: family oriented in 
l.ts efforts to provide a better family life for youths. 

In/the case of the other project which also asserted a 
hol~stic concern within the family unit, an approach designed 
to J.nc:-ease the capacities.0f family units to perform conventional 
parentJ.ng and other functions in spite of recognized community 
resource supports and other shortcomings has been adopted. In 
Short! here the, focus/;Aas become one of improving the coping 
capac:ty.of famJ.lyu~a.ts ra.ther than one of changing conditions 
that J.mpJ.nge upon f<jlfnily functioning. This appears to be nothing 
more than an extraJ?/olation of individual remediation strategies 
to application wi t~i,in ;family units. . 

/ 
The prOjectoVbeginning with a recognition of unjust commu

nity practiGes a~fect~~g youths has1proceeded to build a program 
structure of resJ.dential care r a~ ternati ve sch001ing, cQuns,"?ling 
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and allied services that serves as an alternative to unjust condi
tions for individual youths rather than as a corrective for unjust 
conditions in the community. 

Finally, although one of the ~or~ i~novat~v~ projects a~pears 
to have remained more consistent w~th~n lts ~r~g~na~ prevent~on 
oriented goal intentions than,most other proJects, ~t toe;> has 
increasingly invested itself ~n the development of vocat~onal 
training, job placement and counseling programs of the individual 
remediation. 

There are in fact, few true examples of preventive initia
tives that is' efforts directed toward changing conditions in 
the c~mrnunity that either prompt or permit serious/violent youth 
crime, in the efforts undertaken by this group of projects. 

Those that have been undertaken commonly focus upon utiliz
ing youths in convention~l ro~e,behavior ~uch as i~ performing 
patrol/surveillance, sen~or c~tlzen escort, commun~ty cleanup or 
other similar services, or rumor monitoring and youth gang/club 
mediation functions. 

All projects have engaged in activities designed to in-, 
volve the communities they serve. However, from the prevent~on 
perspective adopted in this report, these activities can be best 
understood as being designed to elicit community support for 
proj ect efforts rather than to ,e':gage communi ties, in self help 
and other initiatives to change'community conditions. For example, 
in terms of advocacy, projects tend to utilize community members 
to represent, interpret and advocate for the project rather than to 
mobilize community pressure and interest in altering local school, 
family, peer, employment or other practices affecting youths. 

As a general observation, these projects view prevention 
from the perspective of individual remediation: Hence they 
probably perceive no inconsistency between tpe rhetoric. of their 
goals and the service strategies they follow. From the per
spective of prevention advanced in this report, however, there 
is an enormous gap bebleen what needs to be done to achi~ve it 
and what these projects are doing. 

Recognition and Responsiveness to Changing 
Community Needs 

In addition to appropriate goal statements and the adoption 
of relevant strategies, a truly pr~ventive approach requires 
that projects create data gathering, communication and decision
making mechanisms capable of promoting sensitivity to community 
conditions and flexibility in adapting to them. 
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All of the projects in this study are seriously deficient 
in their data gathering techniques and most have demonstrated 
less than the level of commitment needed in the areas of sharing 
information and decision-making to assure recognition of and 
responsiveness to changing community needs. 

One project maintains a system for monitoring rumors for 
purposes of effective crisis intervention and another has shown 
its flexibility in programming by developing an approach to mar
keting the motorcycling skills following recognition of the 
widespread existence of these skills among street gang/club mem
bers, but these examples of recognition and responsiveness are 
few and far between. 

Far more commonly, these projects seem to use their commu
nities in ways that are traditional to most organizations 
evidencing a primary concern wi~h progr~ su+.vival and growth. 
Typically, these projects appear to selectively utilize promin
ent board members or other persons with relevant ihfluence to 
promote project activities and/or to promote relationships with 
agencies that provide funding for youth services. There is good 
reason for this approach since all of these projects can either 
be classified as scurrying for survival or being engaged in 
internal program expansion efforts. Either way, internal con
cerns become paramount and responsiveness to the community is 
accorded a lower priority. 

Additionally, several projects express strong loyalty to 
the founder and/or the founding concepts of their operations. 
Given this, projects tend to adopt,strategies for controlling 
and limiting community involvement since unchecked community 
involvement could lead to altering the initial goals and service 
strategies of the project. 

Among those projects that have been in operation long 
enough to reach a decision point concerning community involve
ment, most appear to have chosen, openly or othenlise, to 
retain internal control and to cultivate selective contacts 
that have potential for promoting existing goals and strategies 
rather than to open the project to increasing community partici
pation. This path is traditional to the operations of most 
organizations, whatever their natu~e, but it is not the appro
pr~ate path f~r projects avowedly engaged in community youth 
cr~me prevent~on efforts. To move in'~his direction is to 
create self imposed limi tatio'L"ls on project sensi tivi ty to 
changing community needs. With few exceptions as noted, these 
projects are operating, apparently by choice, under such self 
imposed limitations. 
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Transferring Prevention Teohnioal Skills to the Community 

Finally, a fully operating preventive approach serve~, through 
the provision of technic~l assistanc~, to transfer.the.sk~lls 
for carrying out prevent~ve p~ograms to the ~ommun~~y ~~self. The 
transfer process is not one a~med at t~e.proJect ~o~ng ~ts7lf out 
of business' rather it is one of prov~d~ng on-go~ng techn~cal 
assistance ~nd supp~rt to enable a community to build, maintain 
and revise its/involvements in preventing youth crime in its 
midst. 

Transfer activities include prov~s~on of materials, sup
portive leadership, training and gu~dance.in.the IIhow ~Oll • 

for identifying indigenous leadersh~p, bu~ld~ng commun~cat~on 
networks bringing people together to develop self help groups 
and to p~rform advocacy, gathering information to assess the 
problem of youth crime and community resources, and so on. 

Several projects engage youths in "earn and learn" roles 
that can be considered, in a modest sense, a trans£er process 
of prevention technology. Such roles for youth are clearly 
distinguishable from the role of being a passive service 
recipient. 

Also, most projects recruit and train both paid and volun
teer staff from residents indigenous to the areas being served. 
This too can be considered a modest effort at transferring useful 
skills to the community. 

Beyond these efforts at youth involvement and staff recruit
ment, isolated examples of conducting training programs with 
school personnel and media efforts designed to increase both the 
public's awareness of and sense of responsi~ility for the problem 
of youth crime are in evidence, but little more. 

In addition to the virtual absence of skills transfer 
efforts in the community context, most projects do not emphasize 
the utilization of internal project processes as learning 
grounds f.or indigenous comrlluni ty leaders and other concerned 
citizens. 'What is meant here is that broad involvement of 
community residents in the planning, operational, and decision
making mechanisms of the projects could yield substantial 
skills building for conducting si.':lilar activities in the commu
nity context and thus representing an important technique for 
transferring valuable skills. 

The documented pattern of involvement of community resi
dents on boards, committees and other project mechanisms, how
ever, does not reflect the le\~l and intensity of involvement 
that would be required to make this approach a reality. 

By and large, the lack of emphasis upon technical skills 
transfer follows from, or at least is quite consistent with, pro
ject goal and strategy emphases that primarily effect an individ
ual, remediation focus on their ina'dequate mechanisms. for remaining 
in touch with the communities they serve which is at least partly 
accounted for by their preoccupation with survival or internal 
expansion. 

Summary Comment 

This assessment has gauged the twelve (12) projects under 
study accorqing to sets of criteria designed to determine the 
extent to which they are currently 'serving the purpose of 
community youth crime prevention. The sets of criteria applied 
are summarized as follows: 

Role of the Community. Projects were assessed accord
ing to the degree or extent to which they eVide'nced 
seeking or achieving community credibility, involve
ment of the community in program development/adminis
tration, and utili~ation of the community in prevention' 
activities. 

Patterns of Youth !'nvolveme'nt. Projects were assessed 
according to the degree or extent to which they evidenced' 
seeking or achieving street credibility, involvement 
of youths in program deVelopment/administration, and 
uti.lization of youths in prevention activities. 

Rrevention Strategy Emphases. Projects were assessed 
according to the degree or extent to which they empha
sized prevention goals and strategies as contrasted to 
individual remediation goals and strategies, develop~ 
ment of mechanisms for assuring recognition/responsive
ness to changing community needs in contrast to placing 
a priority upon internal program development, and 
approaches to transferring prevention technical. skills to 
the coron:uni ty as contrasted with retaining a monopoly 
on such sk,ills. 

Most of the projects examined fall far short of a preventive 
approach by all of these measures. In all fairness, much of this 
can be attributed to the fact that many of these projects did not 
have the advantage of this perspective on prevention when they 
began and thus were probably conforming to the state-of-the-art. 
in youth crime prevention which emphasized individual remediation 
at the time of project startup. 
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Also, the evidence is clear that many of these projects 
faced constraints in the forms of financial, staff and other 

. resource shortages, limits on decision making control imposed 
by sponsoring organizations, and contr~ctual restrictions 
on youth eligibility and related matters imposed by community 
agencies that use project services on a payment basis, that 
may make fidelity to prevention goals, flexibility i~ adapting 
to changing community needs, and broad participation of the 
community in project service activities extremely difficult 
to bring off. 

In spite of these limitations numerous promising strategies 
and ventures of a preventive nature have been identified and 
discussed throughout this chapter. 

Indeed, close scrutiny of both the limitations confronting 
and the promising strategies employed by these projects serves 
to identify a series of recommendations for shaping project 
efforts to a better fit with a truly preventive approach 
to the problem of serious/violent youth crime. 
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Chapter 4 

CONCLUSIONS 

Introduction 

All of the projects examined in this repert demenstrate streng 
commi tments to the geal ef deing" semething abeut the preblem ef 
serious/violent youth crime in the communities they serve. They 
also exhibit remarkable tenacity in pursuing that goal under very 
trying circumstances that fer many include an uncertainty about -
their 1;in:ancial survival. 

These sustaining features leave an impressien. that there was 
a sense of felt urgency among project" feunders and, staff to. get 
semething geing and accomplished immediately for yeuths in trouble 
or those at risk of getting in treuble. ' 

In respending to this sense of urgency these projects fre
quently skipped or paid little heed to seme of the niceties ef 0 

the phased precess ef pr~gram 'aevelopment outlined in the epening 
chapter of this repert •. AS a result, some projects lack an ade
quate theeretical base fer greunding, evaluating and justifying 
the intervention strategies they utilize, others belatedly face 
the task of soliciting community involvement and credibility to. 
assure their financial survival, and,,,,,,te varying degrees, most 
are in need ef improved management and information systems to 
suppert more efficient and responsive service delivery. 

Frem a positive perspective, the cell~cti:ve experiences ef 
these projects provide a rich body of information useful to. those 
cencerned with initiating er redeveleping pregrams aimed at pre
ventingserieus/violent yeuth crime. The purpese of this chapter 
is to highlight "what has been learned in thiS study in a manner 
that will be 9f assistance in planning and implementing subsequent 
prevention eriented ventures. 

Observatiens' Cencerning ,Preject Ge<;tlFecus and Clarity" 

Most projects assert th'e qelief that the ma.jor causes of 
youth crime lie outside yeuths themselves, that is, they are -to. 
be found in inadequate, inapprepriate and/or unjust practices 
in the family, schoor, law enforcement, ceurt and employment sys
tems that shape youths"behavieral options. Consistent with this 
observatien, most projects perceive 'the youths they serve to. have 
"nol?Ualll intellectual, physical and social capacities. 

c 

Given these viewpeints lit might b,e, expected that these pro.
jects weuld place apriority \lpon a,ltering the Cbnditienf;; in the 
community that prompt er permit yeuth crime, but this is net the 

Precedingp'age blank 
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general case. .Rather, most efforts are, concentrated upon building 
the coping ~apacities of iridividual youths. While it is true that 
some projects concentrate, in a preventive sense, upon at-risk 
youths instead of known offenders, it is also accurate to say that 
their services are primarily directed toward improving the coping 
caF!loities of individuals rather than upon altering community con
ditions. 

There is, in shor'!:. ,something of an inconsistency between per
ceiving,the causes of youth crime to lie in inadequ~te and unjust 
communi ty condi t.:i,ons and pursuing a goal of 'Jhelping individual youths 
to ·.cope. with Guch cong,itions. The' net effect is a transfer of the 
burden for dealing with community conditions from,the community 
to youths themselves. Given that youths by their nature lack the 
life experience, financial wherewithal and political influence 
to deal on an equal footing with powerful community forces that 
influence their lives, this approach is unlikelyOto produce un
qualified success in preventing youth crime. 

Although an inadequate state-of-the-art at the time these 
projects began may have contributed to this inconsistency, it is 
perhaps more directly traceable to the fact that initial project 
.goals' were commonly shaped by a founding individual or small group 
of individuals who saw a need and had an idea about how to respond 
to it. . In no case is there compelling evidence that projects 
proceeded to conduct systematic assessments of the a~gr~gate nature 
of a coinmunity's youth crime problems and companion assessments-of 
its needs and available resources prior to the ~finalization of pro-. 
ject g'f:>als and. startup approaches. 

In the absence of such assessments something of a "can -t see 
the for~s.t for the trees II perceptual set emerges. For example f 
an aggregate assessment that reveals a 45.0 percent dropout rate 
among a community's l6-year ".)ld population might point a project 

.in thp. direction of changing school system curricula and practices 
or toward convincing local employers to drop job qualifications 
requiring high school d,iplomas for °.lnskilled positions. Where 
such i::ata are lacking t however tit is understa,ndable that a pro
ject'might pursue the goal of assisting individual youths to re
turn._ to. school and to help them to surmount or otherwise better 
cope with the very conditons that led them to dropout. 

In short, youth crime prevention efforts must: begin wi tli the 
development of prevention oriented goals and this beginning is 
difficult to achieve in the absence of thoroughgoing assessments 
of the community to be served. . . 

Recommendations 

RecommendatioIis 1. Following from the above obs@rvations, 
it is recommended that thnse wishing to convert their'\,!omroitments 
to preventing youth crime into action programs begin by thoro~ghly 
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g~ounding the~selves in cu:rent prevention theory and methodology 
anq fOllow thlS by proceedlng to conduct systematic assessements of 
the" aggregate nature of youth crime, community needs and resources 
in the target community prior to finalizing project goals and spe
cific objectives. 

Once project goals have been established, there should be a 
logical flow from goals to strategies, and there usually is. If 
g~als emphasize improved indi~idual coping capacities, strategies 
wll1commonly support the dellvery of personal interventions with 
individuals. Conversely, if change in community conditions is the 

~goal, strategies emphasizing the mobilization of the awareness in
fluence, and effort \'lithin an:1 among segments of the community 
will likely follow. 

The practice of prevention that, by our definition t~kes 
as its major goal change in community conditons is a delicate 
art. Its success depends to a goodly extent upon finding strate
gies that enable a project to establish and maintain both commu
nity and street credibility. 

To sustain credibility a project's strategiee must meet three 
objectives, as follow: 

1. Widespread and representative community involvement in 
all,p~ases o~ project acti-yity from assessment, through 
dec~slon mak~ng to evaluatlon; -

2. Comprehensive direct lltilization of community and youth 
groups and individuals in prevention efforts; and, 

3. A commitment to the transfer of leadership and technical 
skills for carrying out prevention efforts to community 
control. 

. In.br~ad outlines~ th~re is something of a logical progression 
ln fulf~lllng these obJect~ves, that flows from involvement 
th~ough utilizc:l.tion t<;> transfe:-. The fact that most projects in 
thlS,Study have been ~n operatl0n for relatively short periods 
of tJ:.me, therefor~,.m~y account for the general lack of emphasis 
upon transf7r ~ctJ:.vltle~. They simply may not have, as yet, reached 
that stage ln lrnplementlng these strategies. 

. On the ot~er han~, there is considerable evidence of an ,empha
SlS uJ?on creatlng proJect operated programs and facility enhance
ment .. ~n many projects which suggests that at least some of them 
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have bef!n diverted from the path of building skills and the capaci
ties of their communties. Obviously, projects that work toward 
elaborating their own direct service programs hazard creating commu
nity dependence upon them for continuation of those programs. The 
longterm viability of a program is, therefore, dependent upon the 
survival of the project. 

This approach can turn the concept of community participation 
u.pside down: instead of the community working to implement its 
own strategies it finds itself being urged to support ·the proj.¢ct 
and to consider community well-being in tenus of protection from 
youth crime to be coterminous with the well-being of the project. 
In the long run, such project efforts at self promotion ,,.rill badly 
erode community and street credibility. 

This process, perhaps more than any other, eventually pushes 
projects toward their demise or their submission to' control by 
"establishment" interests. In short, projects are not IIbought 
off" by dominant status quo interests in a community as frequently 
as many theorists would have it; rather, they readily submit to 
such influences as a way to survive following loss of community 
and stree.t credibili ty . 

In addition to this emphasis upon internal program develop
ment, other strategies that give the appearance of achieving the 
objectives set forth here but which actually hold serious potential 
for undermining project credibility include establishi~g community 
and youth advisory councils and committees that have neither deci
sion rnaki.ng authority or prescribed responsibilities ,recruiting 
stafr from among community residents but only fQr iront line or 
low level jobs, and/or creating a passive recipient role for youths 
by offeri.ng pre-established, rule laden J?rograms. 

All of these strategies .s:hot\ld raise red flags in the minds 
of those committed to community youth crime prevention w.ork. 
Success in such ventures is critically dependent. upon establishing 
and sustaining co:mmuni ty and street credibili ty, and credibility 
can neither be achieved nor maintained by these means. 

Re'conunendation 2. Following from the above observations, it 
is reconunended that all projects engaged in community youth crime 
prevention consider the establishment and maintenance of community 
and street credibility a key objective, one that should pervade 
and guide all strategy development~ 

Recotmnendation 3. It is further recommended that all proposed 
project strategies be subjected to a systematic review process that 
determines the fit of each strategy to the three objectives of 
comni'unity/youth involvement, cOmInunity/yQuth utilization and skills 
transfer to conununity control, prior to adoption. 
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Recommendation 4. Additionally, it is recommended that. these 
three objectives be incorporated in a formal feedback/evaluation 
system that will enable projects to remain on track, or to correct 
their course, in operationalizing each strategy. 

Recommendation 5. Finally, it is recommended that represen
tative community and youth interests be engaged in decision making 
capacities in all phases of the strategy proposal, approva~and 
evaluation process. 

Up to this point the process of mounting a cowmunity youth 
crime prevention proje9;t is straightforward, if a bit complex. 
A beginning is made by/filtering a commitment to youth crime pre
vention through an understanding of current prevention theory and 
methodology to arrive at some tentative goals. Widespread commu
nity involvement is then invited and aggressively solicited to 
effect agreement on goals and the creation of an incipient organi
zational form for engaging appropriate groups and individuals in 
the process of proposing, approving, carrying out and evaluating 
project strategies. 

So much for the textbook. In real communties, projects do 
not operate in a vacuum, they must find a place, carve out a niche 
in the network of institutions and activities that govern and in
fluence the lives of a community's youth. 

"Setting up shopll confronts the project with all of the vis
sicitudes implicit in funding, sponsorship and management matters. 
A critical issue in all of this is project autonomy, that is, the 
degree to which a project is free to stipulate and pursue preven
tion !goals in the fashion o'ltlined at the opening of this section:" < 

There are numerous examples among the projects examined in this.'l) 
report of funding arrangements with courts or other community youth 
serving agencies that carry with them imposed eligibility criteria 
and perhaps even service methodologies that effect limitations on 
what projects can do. Controls ot this sort by funding agencies 
also have subtle effects upon conununity participation, shifting it 
away from decision making and toward advisory status. Although 
the scope and stringency of imposed controls may vary considerably 
with differing,sources of funds, all sources of outside funding 
carry with them some limitations that affect project autonomy. 

" Thus, one key to enhancing proj ect autonomy is the reduce 
dependency upon ,outside funding sources to the extent that one 
source. does not become the dominant influence in shaping project 
goals and strategies. It is possible to achieve this objective, 
while coincidentally remaining faithful to a prevention orientation, 
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by working to enhance project credibility and by depending ~pon 
the community and its youths to carry out the bulk of project 
activities. Credibility is an asset in mounting successful 
fund-raising drives among small donors to obtain some operating 
capital, and reliance upon the community to conduct project work 
effectively and radically reduces operating costs. Many of the 
projects in this report have moved in direct opposition to this 
approach which, in large part, accounts for the absorption of 
much of their energy in fund seeking and other survival activities. 
By moving to build internal programs and to enhance facilities 1. some 
projects have not only sent a message to their communities that 
they will do the job themselves, they have also placed themselves 
in a position of having to locate one or a few funding sources 
large enough to support their growing and costly programs. In 
turn, greater success in obtaining such funds is associated ~lith 
increased control of project activities by outside funding sources 
and a consequent likelihood that community participation will s'lide 
further into the background. 

Sponsorship of projects by established human services organi
zations also poses issues that must be confronted. While on the 
one hand a pro~ect is likely to obtain an initial credibility 
boost by being lodged in an organization highly regarded by the 
community, this advantage can be more than off set by organiza
tlonal requirements that the project conform to its established 
traditions and methods of operation. 

In short, although a sponsoring organization can afford a 
project an immediate network of linkages to the community, sound 
fiscal management services, and fund raising or promotional sup
ports, "it commonly exacts a price in terms of retaining ultimate 
decision making control to assure that the project does nothing 
to jeopardize its reputation or activities. 

Since prevention goals imply that community conditions are 
part of the problem as well as part of the solution concerning 
youth crime, a prevention oriented project is likely to address 
itself to changing community conditions or institutions that, in 
their present state, provide support for the sponsoring organiza
tion's operations. This can easily create what th~ sponsoring 
organizations perceives' to be a conflict of interest which, if 
seriQus or prolonged enough, may prompt the organization to force 
the project to change its strategies or face being shut down. 
Given this, it is essential for a project to reach a clear under
standing with its sponsoring organizations at the outset concerning 
support for the project's goals and s:trategies and to exert con
certed effort to renew that understanding periodically thereafter. 
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projects that form independent organizational structures to 

carry out their prevention oriented missions face a somewhat dif
ferent set of problems. Such projects commonly are not afforded 
the immediate advantages of reputational legitimacy and community 
entry that accrue to projects affiliated with established spon
soring organizations. As "free agents", they risk being perceived 
by a community's estab~ished youth service~ network, and perhaps 
hy community residents themselves, as outs~ders. 

For independent projects, earnipg the confidence of a com
muni ty.' s residents, its youths I and its youth services network is 
critical to their long-term effectiveness. All too often these 
projects yield to the ~emptation o~ prematurely exploiting th7 
role of being the outs~der by seek~ng change through adv'ersar~al 
actions in order to establish their presence in t,he community 
being served. This approach can effect an immediate split between 
a small group of advocates loyal to the project and a larger hostile 
community. It may yield enhanced prospects for a p~oject's survival 
while reducing its pro'spects for implementing a community youth 
crime prevention program. This demonstration of where a project's 
true priorities lie will be evident to a community's residents and 
may' seriously jeopardize its credibility. 

Although sponsored and independent projects face differing 
sets of problems, their objective is the same; namely, to estab
lish credibility among the residents and youths in the community 
being served. Normally, this must be earned through the hard work 
of building inVOlvement, participation and demonstrating a commit
ment to transfering activities to community. control. Attempts 
to short cut this process by relying upon the reputation of spon
soring organizations or carrying out adversarial activities are 
likely to be counterproductive to developing effective community 
youth crime prevention programs. 

Many of the projects covered in this report exhibit tenden
cies towa.rd utilizing shortcut methods to establishing credibility. 
More likely than not this is traceable to the precarious nature 
of their funding and their need to concentrate on issues of short
term survival. Clearly, to do th~ critical job of establishing 
credibility properl~r _>rojects need stable funding over a period 
of several years. The evidence in this report abundantly sug
gests that in the absence of such support, dilemmas will be im
posed on projects that will materially reduce prospects for 
achieving the development of community youth crime prevention 
programs. 

In a4dition to funding and sponsorship issues, a prevention 
orientation lends a somewhat different character to such ordinary 
internal management matters as staffing and program accountability 
that must be appreciated by project leadership. 
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Projects in thi3 report have commonly attempted to meet the 
staffing issue by moving.to hire residents and youths indigenous 
to the communities being served. ~lliile this may be an appropriate 
step, there is virtua~ly no evidence of recognition that preven
tion oriented work requires special skills in stimulating public 
awareness, forming and mobilizing community groups, identifying 
and training indigen.ous leadership, and so on. Indeed, most pro
fessionals are not trained in such skills during the course of . 
their graduate edupations. Hence, unless projects make systematic 
efforts to train and retool staff in prevention skills and techni
ques, it is highly likely that staff will continue to utilize 
previously learned skills, perhaps of an individua~ remediation 
sort. This in turn will result in materially distorting the goals 
of prevention as they are translated into practice. 

, Finally, "project accountability must be viewed from a differ
ent· perspective than that evidenced by most projects examined in 
this report. By and large, those projects .that have m()ved to 
develop internal systems for purposes of accountability have adopted 
variants of case management and +elated information system con
cepts. This i.s fine for projects concerned with delivering direct 
s6xvioes to individuals, however, prevention oriented projects 
must move toward 'developing" tirOC"ess' inan"a:g"ement rather than case 
management systems. Accountability in prevention oriented projects 
means being able to measure and determine progress'toward c"oi:mnunity! 
youth ,involvemeht, community/youth participation and transfer of 
skills/activities to community contro"l. Existing case management 
technology is not sui ted to these a.ccountabili ty tasks. 

RecoInm'endation 6. Based on these observations, it is 
recommended that projects located in sponsoring organizations 
establish at the outset a clear understanding of project preven
tion goals and strategies (among the'ir sponsoring organizations' 
leadership) and a systematic approach for periodically renewing 
that understanding. 

Recommendatfon 7. For projects that form independent organi
zational structures to carry out their prevention missions, it is 
recommended that a strategy for building credibility be adopted 
that emphasizes- the broadest possible involvement of community 
residents and de-emphasizes th,e utilization of adversarial techni
ques. 

Recommendation 8. For both types of projects it is recommend
ed that broad based participation by resident adul~s and youths be 
aggressively pursued as a priority item as the best means of pro
tecting the integrity of prevention goals and strategies from being 
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undercut by the encroachments of sponsoring organizations or bv 
,practices of exclusion among influential segments of community's 
established institutions. 

Recommendation 9. Finally, it is recommended that every 
project ask itself what kinds of staff skills are needed to carry 
out prevention goals and strategies and what kind of management 
system is needed to demonstrate accountability to these goals 
and to respond to these questions by developing apuronriate inter
nal staff training and management information syst~ms: 

.T~e obse:vations and recommen~ations offered here focus upon 
prov1d1ng ass1stance to those cornrn1tted to community youth crime 
prevention to enable them to convert their commitments to action 
relative to shapi~g and starting prevention projects, keeping them 
on track, and malnng them work. Applications of these recommenaa
tions may not in themselves yield immediate project impacts in . 
the. form ~f statistical :eductions in a particular community's 
ser1ous/v~olent youth cr1rne rates, but they will assure that pro
jects designed to achieve this result are headed in the riaht-
direction. -
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Chapter 5 

DESCRIPTION OF THE PROJECTS 

The twelve (12) stud~ projects, in the aggregate, served as 
the basis for the analytical assessment presented in Chapter 3 
and subsequent conclusions and recommendations discussed in 
Chapter 4. The purpose of this chapter is to present a detailed 
description of each of the individual projects. 

The descriptions that follow are not intended to be evalua
tive nor analytical. Statements that appear in the description 
of the projects represent those aspects of the information as 
revealed in the provided information about the respective pro
ject. 

Each of the projects has been described generally in terms 
of project context; youth population served; and project goals, 
program and operations. More specifically, following relevant 
identifying information, the project's description is presented 
in the following format and provides the following types of 
information: 

I. Context of the Project. Information included in this 
section is intended to provide the setting of and for 
the project. A concise discussion is provided in the 
following areas: the opganizationa~ affi~iation, that 
is, the sponsoring/parent organization; the aommunity 
ppofi~e having reference to demographics and the 
general character in terms of socio-economic, cultural 
and family stability factors; the natupe of the vio
tent apime prob~em as reflected in perceived patterns 
and nature of crimes among adults and.juveni1es and 
levels of fear and community response; and the aauses 
of juveni~e apime. 

II. Description of the Project. Attempts have been made 
in this section to describe, as clearly as possible, 
just what the project is, its program focus, what it 
purports to do. 

III. Legitimizing and Public Awareness Efforts. A discussion 
of start-up and maintenance activities designed to 
legitimize the project's existence is provided. 

IV. Interv~ .tion. Discussed in this section are: ppogpam 
phi~osophy and goaZs~ tapget popuZation~ and ppogpam 
stpategies which refer to the specific service components 
and their implementation, and aase management and 
traaking. 
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V. Organization. Described in this section are the pro
ject~s staff struature and program management; funding, 
including a discussion of capacity-building efforts; 
and ahanges in the projeat undergone through the life 
of its existence. 

VI. Evaluation. A discussion is provided on the estimated 
aost of serviae aomponents and the internaZ and external, 
means of determining the quaZity of serviaes, and pro
gram/service evaluation. 

VII. Summary Statement. 

By way of forewarning, it must be emphasized at this point 
that the seemingly incomplete description of some of the individual 
projects is due to the nature and extent e'f relevant data provided. 
While some projects provided a wealth of information from which to 
draw, through interviews and documentations, some few others pro
vided minimal data in some areas. While this was the case, the 
descriptions that follow represent the most current and the most 
complete compilation of this sort of information. As such, they 
more than adequately served as a fit base for the analysis made. 

A final point involves the nature of much of the data incor
porated in the description of the operational context of the 
projects. The greater part of these data is perceptual in nature; 
it did not result from the study of documented sources, staff 
observation, or through direct study efforts. 
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Association House of Chicago 
youth and Family Intervention Project (YFIP) 
2150 W. North Avenue 
Chicago, Illinois 60647 
Executive Director: Miguel del Valle, Jr. 
Telephone: (312) 276-0084 

I. Context of the Project 

OrganizationaZ AffiZiation 

. ,Association,House is a ~o~pr?fit multiple service organ-
~zat~on,founded ~n,l~99. In~t~ally established to provide 
r~creat~o~al ~ct~v~t~es and secretarial training for the 1,500 
g~rls l~v~ng ~n the West ~own area, the organization has re
peatedlY,modified its program in response to a series of major 
changes ~n the area's population composition over the past 80 
years, including major immigrant waves of northern Europeans 
Je~s~ Slavic peoples and, most recently, those of Hispanic ' 
orJ.g~n. 

, I~itiallY"th7 organization was called the Young Women's 
Chr~st~an Assoc~at~o~ S7ttlement. In the early 1900's, the nmue 
was changed to Assoc~at~on House of Chicago and services were 
subsequently opened to the men and boys of the con~unity. 

Association HoUse is a member agency of the United Way 
opera~ed by an elected Board of Directors. Today it provides 
a var~ety of social, legal, employment and related services 
to ch~ldren, routh,and adult residents of the West Town area 
both o~ a res~dent~al and nonresidential basis. Its annual 
operat~ng budget is approximately $1.5 million. 

Community ProfiZe 

The,YFI~ project serves an area locally referr~d to as West 
. Town, wh~ch ~s located on ~he near north west side of Chicago's 
do~~town LOo~ •. West Town ~s sandwiched between predominantly 
wh~te ~ommun~t~es to the north and west (Lincoln Park), a black 
.commun~ty to the south and a multi-racial community to the east 

(Humbo1t Park). 

, ~he area.contains roughly 130,000 residents, the great 
maJor~ty of wh<:m C).:e o~ His~anic origin. Approximately 80.0% 
of the populat~on ~s H~span~c,the remainder being comprised. 
of about 14.0% Black, 3.0% White and 2.0% Asia.n. 
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Contrary to national trends toward an aging population, 
West Town is characterized by a large population of children, 
youths and young adults. Project personnel estimate les~ 
than 10.0% of the population to be elderly with perhaps half 
the population being made up of children and adolescents. 

Socio-economicaliYI West Town is generally a blue collar 
community with about 85.0% of all residents estimated to fall 
within this classification. However, a d,eclining industrial 
base in the area has left approximately 30.0% of the working 
aged population unemployed. Project personnel estimate t~at 
about 35.0% of area residents receive welfare assistance and 
that perhaps 20.0% earn their living through immoral/illegal 
activities. 

From the perspective of community resources, the area is 
described as havinq schools, churches and recreational facil
ities within easy access of community residents. Health, 
shopping, and other social agency services exist within the 
community but are viewed as not being readily available to all 
area residents. Finally, the area is serious~y deficient in 
junior high school facilities, industrial employment and voca
tional/technical training according to project personnel. 

The prevailing cultural norms among the co~~unityfs youths 
are perceived to be a mixed bag. Youths are not believed to 
commonly ascribe to the notions that illegal/immoral activities 
are acceptable or expected behavior nor do they commonly hold 
the view that hustling is an appropriate way of making a living 
as an adult. Similarly, there appears to be a belief among 
youths that education does represent a way to a better life'. 
On the other hand, youths are perceived to believe in the idea 
of beating the system or that the system owes them something 
and that gang membership is essential to self esteem and/or 
survival. 

From a behavioral standpoint, the overall high school 
dropout rate is estimated to be 15.0% and to be dispropor
tionally much higher for Hispanic youths. Across all social 
groups premarital adolescent sexual activity and out of wedlock 
births are estimated to be high. Marriages among the very 
young (under age 14) are described as frequent occurrences, 
but such events are perceived to be much less frequent among 
the older adolescent group (age 14<18) • 

Roughly 85.0% of all community residents are estimated to 
live on annual incomes of $10,000 oc less •. Other than the 
receipt of welfare and hustling the two major sources of in
come are given to be employment in unskilled service occupa
tions and factory work. 
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, A<?cording to project personnel, the community is marked by 
h~gh d~vorce rates, ,low rates of home purchasing, high rates 
of absentee own7rsh~p of area businesses, and highly transient 
patterns of fam~l¥ movement between dwellings as well as in and 
out of,the commun~ty. About 55 percent of family units are led 
by ~ s~~gle parent although, of that number, about half contain 
a l~ve-~n pa:t~er. Two parent nuclear families and two arent 
ex~ended fam~~~es represent about 20.0% and 15.0% of allPfamil 
un~ts respect~vely, and ~~e remainder of 10 0% are Id 1 Y so 1" 1 -. e er y per-ns 7v~ng a,one. Ta~en together,these indicators suggest a 
commun~ty env~ronment ~n a considerable state of flux. 

Natupe of the VioZent Cpime PpobZem 

, Project personnel believe the current distribution of crimes 
being committed by male and female area residents, for both adults 
and juveniles to be as follows: 

Male Female 

Type of 
Crime in 
declining 
order of 
occurrence 

1-

Adult 

• robbery 
homicide 

• rape 

Juvenile 

• robbery 
• gang 

violence 
• drugs 
• homicide 
• rape 

Adult 

robbery 
prostitution 
drugs 

Juvenile 

gang 
violence 
drugs 

• prostitution 
• rob,bery 

, I~ ~e judgment of project personnel, this crime pattern 
~s ~uc e same as that which existed at the onset of the 
proJect roughly 4 years ago. Also, juvenile crime patterns 
are perc7i~ed to primarily represent the outcomes of group 0 
gang act~v~ty. - r 

Finally, most,juvenile crime is carried out within the W ~t 
Town area upon res~dent victims. The typical victims of vari~~s 
types of juvenile crime are perceived to be the following: 

Type of 
Juvenile Crime 

• robbery 
gang violence 
drugs 
homicide 

• rape 

Most Frequent Victim/Target of: 

Male Juveniles 

miCldle aged 
• peers 

peers/nonresidents 
rival gang members 
young girls 
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Female Juveniles 

• same 
• same 
• same 
• same 

N/A 
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Project personnel believe that serious/violent youth crime 
is perceived to be a major problem by community residents and 
that the community's reaction is marked by high levels of fear 
and anxiety, perhaps a sense of powerlessness about what they 
~an do to bring the problem under control. 

Causes of JuveniZe Crime 

The project appears to operate on the premise that serious 
violent youth crime results from a lack of capacity in the commu
nity and family to effectively communicate positive values and 
adult role models to guide juvenile behavior and development. 

Further, by emphasizing the holistic concept of service 
delivery, the project implies that current community resources 
are fragmented and, therefore, incapable of providing a strong 
supportive structure to supplement what families and the commu
nity lack. Since the project also believes that resident youths 
hold gang membership to be important to their self esteem and/or 
survival, it would seem to follow that serious/violent youth 
crime also has its roots in the deviant values/behavior patterns 
transmitted by gangs in the void created by the failure of the 
community, families and the service delivery system to express 
and enforce alternative standards. 

II. Description of the Project 

The Youth and Family Intervention Program (YFIP) was 
initiated by Association House in mid-l977 in response to 
a growing need for advocacy and a variety of other services 
supportive of the family unit among Hispanic and other youths 
of West Town who had become involved with the Court or were 
at risk of becoming involved. 

The project utilizes bi-1ingual/bi-cu1tural counselors 
who employ an aggressive outreach approach that includes 
solicitation of youths for voluntary program participation 
at the Detention Center prior to court adjudication, advocacy 
for youths in the community, and the application of family 
supportive services to prevent the removal of youths from 
their homes. An extensive network of relationships with 
community agencies and services is utilized for outreach 
and referral purposes. 

The project remains an integral component of Association 
House and maintains a non profit status through this affilia
tion. The project is funded via state agency contracts and 
reaches approximately 250 male and female youths yearly who 
hav~, .had. known prior involvements in criminal activities, 
gang del~nquency, drug abuse or other deviant activities. 
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III. Legitimizing and Public Awareness Efforts 

David Sanchez is cited as the individual responsible fo~ 
initiating the YFIP project in 1976. The fact that the project 
w~s sponsored by Associ~tion House, a highly respected organiza-

. t~on that has been serv~ng the needs of West Town residents for 
over 80 years, probably contributed heavily to project personnel 
observations that the project experienced few notable startup 
~robI7ms. On t~e contrar¥, the project appears to have gained 
~mmed~ate and w~de cornmun~ty acceptance by capitalizing upon the 
sponsoring organization's reputation, well established network 
of community relationships, and widelj circulated newsletter 
and other publications. 

The 20 programs offered by Association House represent 
an ~nternal serv~c7 network th~t is frequently utilized by the 
proJe7t. ~n ad~~t~on, the proJect has established strong 
relat~onsh~ps w~th area churches and comm~nity organizations 
as well as contractual funding agreements with the Department 
of Human Resources and the State Department of Children and 
Families Services. 

Employee recruitment has been utilized tactically to 
support legitimization efforts in that an emphasis is placed 
upon hiring bi-1ingua1/bi-cultura1 residents of the community 
who are then extensively trained in techniques of representing 
the project to the community. 

. Fund raisi~g has increasingly dGminated proj~ct leader-. 
sh~p,concerns s7nce current cont:acts were projected to run 
out ~n late spr~ng, 1980. In th~s regard, special efforts 
are being made through such teChniques as neighborhood meetings 
~o draw the community, particularly the Hispanic population 
~nto a financial support relationship to the project. I 

The project formed an advisory committee shortly after 
star~up, co~posed of,community residents and professionals 
from commun7ty ~genc~es, that ~as been meeting on a regular 
monthly basJ.s s~nce,. The Comm~ttee has functioned to stimulate 
support for the project from community schools, law enforce
ment, court, church, poli -i.ica1 leadership and other sources 
However, the Committee is not involved in project planning • 
and de~ision making which is considered primarily the province 
of proJect staff. 

IV. Intervention 

Program PhiZosophy and GoaZs 

The project is designed to help :¥outh and their families 
confront.t~e problem at hand--the client's invol verne.nt with the 
court system. Intervention is designed to treat the youth and 
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his/her family holistically, that is, as upi~sf rather than t~ 
r t a specific behaviorRl incident or problem. 1m emphas~s 

~or elc d on helping youths and their families realize that therp. 
~s pace - , 'd ..:I I' 'able life style alternat~ves to cr~me an ~~e ~nquency even 3.1:"e v~ , d" 
Nithin deprived socio~conom~c con lt~ons. 

The project's basic goals ar'e to divert youths, from the 
development of criminal behavioral patterns , through early (pr7-
adjudication) intervention, to treat offend~ng youths and t~elr 
families as units to prevent the re~oval ~f,youths fr?m the~r 
homes, and to assist youths and the~r famll7es to,a~hleve,a life 
style that will promote and support appropr~ate cltlzenshlp 
development. 

Target PopuZation 

The target population is ~requently sta~edto b~ all youths 
between age 7-18 in the commun~ty; however, In'pract~cal terms 
it appears to be all youths between age 13-18 being held in, 
detention and awaiting disposition resulting from contact wlth 
the law over matters of personal criminal/delinquent conduct 
and/or family/school problems, who also appear t~ be good pro
spects for successful diversion from the correct~onal system. 

About 250 youths are currently beit;g served annually, 75% 
of whom are male. The most common emot~onal ~roblem demonst:ated, 
by these youths is given to be a lack of sense of personal ~dent~ty. 

Over the last several years of the project's life f the 
composition of the population served has changed somewhat 
toward a higher proportion of younger adolescents, youths , 
charged with more serious/violent crimes and youths suffer~ng 
more family or school problems. 

Program Strategies 

In cooperation with local law enforcement authorities the 
project operates (or did operate initially) a' group oriented 
public awareness program at the,detention ce~t~r tha~ serves 
the area's troubled youths. Th~s program utlllzed fllms, guest 
speakers and other techniques to introduce youths to the,~IP 
project and to solicit their voluntary agreement to partlc~pate. 
It is a brief program designed to be frequ~ntly repeated,and to 
accommodate the short-term stays of detentl0n center res~dents. 
At least initially, virtually all of the youths served were 
recruited through the use of this rather novel early interven
tion technique, according .to project personnel. 
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The project offers three t3) basic services; namely, coun
seling, crisis int~rvention, and advocacy in that order of 
prioritization. It is not clear whether the group awareness/ 
recruitment approach is considered part of crisis intervention 
services. Counseling is carried out on an intensive -- as often 
as needed -- basis in the home and family context rather than 
in 'an office environment. .Further, counselors are hired from 
the community and live in the community. This combination of 
in-home services provided by community resident counselors is 
felt to be an effective method of oU'creach for purposes of 
building rapport with youths and their families. Referrals and, 
where necessary, advocacy are applied to the extensive network 
of community resources to bring to bear whatever supportive ser
vices are necessary to achieve project goals for each youth
family unit. 

Case Management and Traaking 

Currently all youths in the program are referred by Youth 
Service Bureau, Probation and/or Department of Corrections 
personnel. (It's unclear how the previously described group 
program conducted in the detention center relates to this 
referral pat~ern.) 

Referrals are made on the basis of determining a youth's. 
receptj.vi ty to the program and the likelihood tha t diversion 
will prove successful. 

The program supervisor conducts the intake process util
izing the informal tactic of obtaining case information from 
any source that would appear to be useful. Candidly, accep
tance or rejection of a case at intake is sometimes determined 
by whether caseload sizes permit further additions. 

Cases are assigned to outreach workers on the basis of 
the supervisor's judgment in matching the nature of the case 
to each outreach worker's experience and sex. Responsibility 
for the development of case plans, interagency referrals and 
follow through, and over all responsibility for integrating the 
total case plan remain with the supervisor. 

Written progress reports are regularly solicited Where 
appropriate from such sources as families, schools, law enforce
ment, the courts, employing sources and other social agencies. 
Formalized procedures for obtaining this information have been 
established witn all participating families, the courts and law 
enforcement officials. 
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A case record information system is operational that con
tains both pre- and post-participation data on such matters as 
recidivism, reasons for case closing, and some unspecified post 
termination material for purposes of assessing project effec
tiveness. 

V. organization 

Staff Structure and Program Management 

The project staff is composed of 5 paid full-time personnel, 
a supervisor, 3 outreach workers and a secretary. 

The project is managed on a day-to-day basis by the program 
supervisor who as noted, oversees and retains responsibility for 
the entire service delivery process from intake to case closure. 
The project receives psychological support and some networking 
assistance from its Advisory Committee, however, this Committee 
is not involved in the internal management of project affairs. 
Ultimately, responsibility for administrative decision making 
lies with the Executive Director of Association House and the 
Planning Committee of that organization which is instrumental in 
shaping the project's planning process. 

Personnel review and overall program performance are essen
tially carried out informally via supervisor observations of 
worker behavior and reports and feedback solicited from various 
sources including youth participants. 

Funding 

The project's annual budget, as of April, 1980, was 
$86,565.00 which was wholly provided by two (2) contracts 
from the Department of Human Resources ($51,887) and the 
Illinois Law Enforcement Commission ($35,678) respectively. 

In terms of budgetary outlays, funds were distributed 
as follows: 

Salaries 
OVerhead/fringes 
Travel 
Equip/Suppl,ies 
Other 

Changes in the Project 

62,336 
12,426 

1,968 
4,370 
5,465 

86,565 

. The ~roject has retained the initial philosophy, service 
~ntervent~on strategy emphases and staff structure that was 
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adopted at the outset. There appears to have been a f.undamental 
change in the way youths become participants in the program 
(from recruitment in the detention center via project run group 
awareness program to acceptance of referrals from Youth Services/ 
correctional sources), which may relate to the nature of con
tracts with funding sources, but this cannot be determined 
clearly in the absence of precise information. 

It is rather more clear that the population served differs 
from that which the project initially intended to serve (from 
all youths in trouble, age 7-18, to youths age 13-18 referred 
as having a chance for successful diversion from the correc
tional system). 

As of April, 1980, the project's survival was in question 
due to the possible termination of contract support. The 
project has attempted to utilize its Advisory Committee, 
neighborhood meetings and other tactics, including Association 
HouS7 supportive ef~orts! to r~ise funds in the community, 
part~cularly from H~span~c res~dents. This approach has 
apparently met with little success to date. 

Generally speaking, changes that have occurred during the 
project's life are related to the project's response to its 
survival needs. 

VI. Service Evaluation 

Estimated Cost of Service EZements 

Data are inadequate to an allocation of precise costs to 
service elements. Project personnel describe the service ele
ment display as follows: 

Level of Utilization Deliverx Modes 

Service Element High Med. Low Group One-to-One 

Counseling x x x 
Crisis Intervention x x 
Advocacy x x x 

At present, all services are delivered by paid full-time 
project personnel. There is no indication of a use of volun
teers to supplement staff efforts, nor of forward plans to 
utilize them. 
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Project staff estimate cost allocations for total program 
funds to service elements to be as follow: Counseling, 45.0%; 
Crisis Intervention, 40.0%; and, Advocacy, 15.0%. 

Determining the QuaZity of Services 

This is basically a matter of informal review, principally by 
the program supervisor, of a variety of information feedback 
sources including direct observation of work performance, inspec
tion of worker reports, review of data on recividism, school 
attendance, and the like from organizations in con'tact with youth 
participants, and reports solicited from families x'egarding case 
progress. 

No internal or external evaluation systems appear to exist, 
other than the approach described immediately above. Available 
information on the project does not indicate the existence of a 
formal evaluation system, internal or external, or the existence 
of reports deriving from any such system. 

VII. Summary Statement 

The project was initiated in response to a growing need for 
advocacy and a variety of other services supportive of the family 
unit in which youths of West Town had become involved with the 
court or were at risk of becoming involved. 

In this mUlti-ethnic community with an estimated 80.0% 
Hispanic population, unemployment is believed to be about 30.0% 
of the employable population. About 35.0% of all residents are 
estimated to be receiving some form of welfare assistance, and 
roughly 85.0% of the residents are estimated to have annual in
comes of less than $10,000. 

Project personnel hold contradictory views about adolescents' 
beliefs. On the one hand, youths are believed to hold to the 
notion that the system owes ,them something and to ascribe to 
gang membership as being essential to self esteem and/or survival. 
On the other hand, youths are not seen as ascribing to the notion 
that illegal/immoral activities are acceptable or expected be
havior nor to view hustling positively. 

Over one-half of the households are said to represent single 
parent families with about a half of them containing a live-in 
partner. Beyond this, project personnel indicated the community 
is marked by high divorce rates, low rates of home purchasing, 
and highly transient patterns of family movement between dwellings 
as well as in and out of the community. 
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, According to project personnel the' , , 
pr~arily representing group or gan~ acti~~~en~~e cr~me problem, 
as that which existed at the onset of th y, ~s much the same 
personnel believe that serious/violent ye i~oje~t. ,Project 
to be a major problem by community resid~~ts.cr~e ~s perceived 

The YFIP project, as presentl t 
limited part of that problem, namel s ructur~d, responds to a 
law who appear to be candidates fo y youths ~n contact with the 
the correctional system.. r sUccessful diversion from 

The intent of the YFIP oro'ect ' . 
leading youths toward a patternJof c~~ ~o ~nterdict the pathway 
viding crisis intervention counselir~m~n~ behavior by pro-
in a holistic manner that' treats ng an advocacy services 
rather than simply the precipitati;~U~h~ a~d their ~amilies 
dent. e av~or or cr~minal inci-

The underlying assumption a 
deficient socio-economic commun,ipears,to be that even in a 
fragmented service system, fami~iY env~ronment featuring a 
SUfficient int~~nal capacit to e~ can b~ brought up to 
structive citizenship. TheYser ~U~dedth~~r youths toward con-
appear to be in line with theseV!~=~p~i~~:~ed by this project 

Internally, the day-to-da 
upon the program supervisor ~hmanagement burden falls heavily 
tion of deciSion making authoritere appears to be little delega
invol~ement in project planning in~odou~r~ach co~nse~ors. Community 
funct~ons being primaril erfo ec~s~on mak~ng ~s low, these 
Board of Association Hou~ePproprmed ~Y the Executive Director and 
evaluation systems excepting f~r. 1 ase management and program 
vince of the spons~rin or an' ~s~a management Which is the pro
deSign and/or informalgin ~at~::~~on, appear to be incomplete in 

There are no sound data u on h' 
~roje~t effectiveness in meeti~g i~s~~h fO base an assessment of 
]ect ~s delivering a delineated ec ar~d goals. The pro-
apprOXimately 250 youths and the~~tfof,s~rv~ces and reaching 
the range of youths served b t am~l~es annually. However, 
narrOWer than the avowed ori~inYies Of problems addressed is far 
7-18 in the community. and theat goa of reaching all youths age 
primarily addressed t~ pre~ent' Yi~S of services delivered are 
behavior and/or consequences f~~g e reoccurrence of deviant 
rather than the broader pool of yotUhths known to law enforcement 

you s at risk. 

The project's strengths l' , , 
spected commUnity-based or ,~e 7n ~ts sponsorship by a re-
toward service provision f~n~za~~on, wholistic orientation 

, e eX~5tence of a community-based 
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project advisory committee, the project's emphasis upon re
cruiting staff from qualified community re~idents.and th7 fact 
that the project is committed to and exper~enced ~n deal~ng 
with offender youthl a group to which few other community 
organizations direct their attention. 
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Belafonte Tacolcy Center, Inc. 
The outdoor Challenge Program 
6161 N.W. 9th Avenue 
Miami, Florida 33127 
Director: Otis Pitts, Jr. 
Telephone: (305) 751~1295 

I. Conte!,j.:~~; the projec~ 

01~{faniza·i;iona.:l Affi tiatio.n 

The Bel~,fonte Tacolcy Center, Inc. was founded i.n 1967 to 
serve youths 6-25 years of age residing in the predominantly 
socio-ecl:momically deprived inner city area of Metropolitan 
Miami-Dade County, Florida, known as Liberty City. ETC, Inc., 
original1,y kno't'ln as the Advisory Council of Liberty City Youth, 
was incorporated as a non-profit organization in 1971. 

In addition to the Outdoor Challenge Program, BTC, Inc., 
offers such other progl."a,ms as Reading Developmept, Vocational 
Traininif:fr Youthline r Drug Abuse Counseling, After Care and 
Sports Development to the youths of the area. In 1980, ETC 
served approximately 10,000 youths in its various programs. 
Among older adolescents served, most are out of school and/or 
unemployed and are considered to be at risk of adopting a 
criminal behavior pattern. Many are known to law enforce
ment agencies and are first time or repeat status offenders. 

Community ProfiZe 

NOTE: Although the Outdoor Challenge Program (OCP) serves 
youths from throughout Dade. County it is useful to portray the 
character of Liberty City, the inner city area served by BTC, 
Inc., the sponsoring organization, be.cause OCP draws most of 
its youth participants from the inner city and draws upon BTC 
for supplementary services provision. 

Liberty City is an identifiable area in the near north
west side of Miami of approximately 90,000 residents, 95.0% 
of whom are Black. The community is described by project 
personnel as containing a full range of community resources 
such as schools, churches, shopping facilities, recreation 
programs, health, vocational/technical training and social 
services within easy access of community residents. Liberty 
Ci ty also is aided by the Community Development Corpol~a tion, 
although the functions of this organization were not described. 
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Although precise information on socio-economic conditions 
has not been provided, it is worth recalling that the Liberty 
city area was the site of recent major urban riots, presumably 
stimulated in part by unrest concerning local employment and 
other conditions. 

project personnel perceive the community's youths as 
generally favoring the ideas that immoral/illegal activity 
is acceptable and that hustling is an appropriate way to 
make a living as an adult. 

Further, youths commonly appear oriented to a belief 
related to beating the system or that the system owes them 
something and to be highly rejecting of the notion that edu
cation is the means to a better life. 

Not surprisingly, the area experiences a substantial 
school dropout rate, estimated to be 40.0%. The average 
length of education completed by residents of the area is 
9.6 years. 

While marriages among adolescents are believed to be rare, 
premarital sex among adolescents is considered widespread and 
births among adolescents of out of wedlock children are numerous. 

Importantly, street c',ub/gang influences do not appear 
to be strong: project personnel do not believe that youths 
feel the need to affiL!.ate with such groups for purposes of 
enhancing self esteem and/or survival. 

Project p~rsonnel estimate that at least 80.0% of -the 
area's population makes due with annual incomes under $10,000. 
The most common sources of employment, outside the illegal/ 
immoral sector, are given to be unskilled service and labor 
jobs. On a comparatively brighter note for an inner cit¥ 
q..rea, it is estimated that between 25.0 and 50.0% of resl.
dents are buying their own homes and that between 50.0 to 
7'5.0% of the owners of community businesses reside wi thin 
the community. 

Natupe of the VioZent Cpime PpobZem 

The most frequently committed crimes by adults and juve
niles for both sexes, in declining order of occurrence are 
given as the following: 
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Type of Crime 
in decl;ining 
ordev of 
occurrence 

+ 

Male 

Juvenile 

• burglary 
• larceny 
• robbery 
• aSRault 
• rape 

Adult 

Same 
Same 
Same 
Same 
Same 

Female 

Juvenile 

• petty 
larceny 

• burglary 

Adult 

• grand 
larceny 

• prostitu
tion 

• burglary 

This pattern of criminal behavior is asserted to be the same 
as that which has been occurring in the community since the 
organization began operations in 1967. Consistent with previous 
opservations, most juvenile crime is believed to be perpetrated 
by individuals and not as an outcome of club/gang activity. 

Most juvenile crime is also perce,ived to occur wi thin the 
community within which the offending youths reside. The most 
frequent targets/victims of various types of serious/violent 
youth crime are given as follow: 

Tye of Juvenile 
Crime 

burglary 
• larceny 
• robbery 
• assault 
• rape 

Most Frequent Victim/Target of: 

Male Juveniles 

neighborhood residences 
neighborhood businesses 
any readily available mark 
peers 
female peers 

Female Juveniles 

Same 
Same 
Same 
Same 
N/A 

Residents of the community consider the problem of serious/ 
violent youth crime to be increasing in frequency and the 
most common community reaction, according to project personnel, 
is that of defensively staying off the streets and behind the 
locked doors of their homes. 

Causes of JuveniZe Cpimes 

The project's central intervention strategy, that of a 
wilderness experience coupled with a one year service follow 
up, implies that delinquent and criminal behavior among youths 
stems from youths inadequate self concepts a~d their lack of 
skills in negotiating their social, economic and educational 
affairs in conventionally'acceptable ways. The project's 
presumption is that the wilderness experience provides an 
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intense short-term learning ex' l' self.r~liance and improved int~~~!~~~~ale:~71i t~ increa~ed 
out J01nt or cooperative tasks Th 1 S 1n carry1ng 
up is designed ~o reinforce and sta~i~~e y~: service follow 
converti1.1g it into permanent skills fo~ze .1S n-:w learning. 
ronment ~n a constructive manner. .. cop1ng W1th the enV1-

II. Description of the Project 

The OUtdpor Challenge Frogram (OCP) i 
rehabilitation program with a on s a 2-week wilderne~s 

. youths between the ages of l3_l,e ~ear servi7e follow .up for 
County, Florida, and who have bee: ~d~r~.res1dents of· Dade 
courts for some form of anti-social b~ 17ated by the juvenile 0:: status offenses. The project· ha· ~v10r mostly ,minor offenses 
d1cated or convicted of serious/vio~ennot s~rved any youths adju-cr unea to da.te. . 

The 2 week wilderness rehabil't t' ~f an initial week of counselin a1 a.10n pro~ram is composed 
1n wilderness coping skills fOliown~ ~nstruct10nal preparation 
ness ~iving.along a remote river i~ FlY ~dweek of a7tual wilder-
exper1ence 1S supervised by the . O~1 a: The w1lderness 
and ~~ experience is conducted ~~~~~t ~ w1l~erness counselor 
~art1c1pants. The purpose of this h y or n,~w groups of youth 
unprove youths self res ect and p ase.of the program is to 
self reliance and relia~ce upo c:perat10n skills by teaching 
fully mastering the wildernessn oers ~o: purp~ses of success
youth completing the experienc~. A cert1f1cate 1S awarded to each 

Following completion of the wild gram, each participant is follow d f erness rehabilitation pro-
a variety of other project serv e or one year during which time 
c~uding counseling, medical ass!~:~ a~e 1~ovi~ed, as needed, in
w1lderness experience), school la en s prov1ded prior to 
and advocacy. The project defiP cement, employment placement 
testimony on behalf of a youth ~~s.adv~Cacy.services as counselor 
hearin~s if a youth's perfor.ma r 7ng Juven1~e court adjudication 
rants l,t. A total of 66 YOUth:ce ~n the proJect's program war-
during 1979, the most recent un erwen~ the total program 
data are available. year for wh1ch youth partioipation 

III. Legitimizing and Public Awareness Efforts 

The project was started b th 
of community interests articula~ed ~ c~m~~gitogether of a variety 
Frances Hendarson and Otis pitt y 1n.1v a~als such as Mrs. 
~e BTC, Inc. Board of Director:'aE~ec~1ve D1reo~or of BTe, Ino. 
s10nal leaders. .n 0 er commun1ty and profe$- ' 
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There were few startup problems relative to establishing 
the project since the project was able to capitalize on the 
community networks ana established reputation. A few startup 
problems did occur in program development related to site selec
tion and logistics for the wilderness experience, however these 
were resolved wi thin 90 days. ' 

The project has moved ahead with establishing its own written 
agreements within community churches, schools, law enforcement and 
other community groupS and social agencies such as OIC, JESCA and 
the Urban League relative to specific services to be provided to 
youths through referrals and joint efforts. Also, a youth advisory 
committee was established although its operation is described as 
informal and its meetings as infrequent. Generally, its function 
apparently is to serve as a resource that the project can tap to 
sound out youths' views on its various programs. 

A reading of materials provided by the project descriptive 
of the program as it was structured to conform to LEAA grant 
requirements suggests, however, that many of the referred to 
written agreements and the creation of the youth advisory council 
may have been spurred more by the need to meet agency funding re
quirements than by a belief that enhanced community ties and youth 
involvement were essential to project performance. 

Declining support from governmental grants has, to some 
extent, been replaced by local funding from the united Way 
which reflects at least modest success in the area of finan-
cial capacity building. 

IV. Intervention 

p~ogram PhiLosophy and GoaLs 

The project asserts that it operates on a premise that the 
environment has to be changed in order to change the individual. 
Further, from a programmatic perspective, an emphasis is placed 
upon recreation, arts and crafts, and sports development in the 
overall BT~, Inc. schema,as an a~proach to attracting youths to 
the educat~onal, counsel~ng and Job opportunity programs that 
are also offered. 

The OCP project is based on the premise that a challenging 
~hort-term experience in the wilderness can have a powerful 
1mpact upon alteri~g a you~' s perspective toward impr10ving his 
s~lf respect and ~1S ~apac1ty for self reliance and cooperation 
~1th others. Hav1n~ 1ncorporated this perspective, the belief 
1S that the youth w~ll now be armed to cope with and surmount 
the stresses of his environment. 
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The basic goal of the.proje~t is to preven~ the re~ccur
rence of anti-social behav10r among youths at r1sk (def1ned 
here as youths who have been adjudicated at least once for 
minor crimes or status offenses). 

Targe~ popuZation 

Although the sponsoring organization, BTC, Inc., opens its 
doors to all youths between ages 6-25 in the Liberty City area, 
the OCP project is designed to serve adjudicated minor offenders 
referred by the juvenile courts throughout Da~e Cou~ty •. Since. 
the number of youths that can be served by th1s proJect l.S liml.ted 
by the fact that the wilderness experience is conducted on a monthly 
basis for unspecified but presumably small groups (66 youths partic
ipated in 1979), it is probable that other criteria are a~so 
applied, formally or informally, by the courts and/or proJect 
personnel to determine which youths among a much larger group.of 
minor youth offen~ers in Dad7 ~ounty enter.the p:ogr~s. Aval.l
able information 1S not suff1C1ent to clar1fy th1s matter. 

Program Strategies 

The basic program strategy is to provide a 2-week wilderness 
experience 1 week preparation and I week implementation, for re
peated series of small groups of min~r offen~e: you~hs followed 
by 1 year of services of a. counselor1ng, traul1ng, Job/school 
placement nature de~igned to ca~it~li~e.on, rein~o~ce and 
stabilize the posit1v0 ~hanges 1n 1nd1v1duals ar1Sl.ng from the 
wilderness experience. Although project strategies appear to 
be consistent within project philosophy, it is worth noting that 
its philosophy appears to be at some variance from the stated 
philosophy of the sponsoring organization (i.e., change the 
environment to change the individual is not equivalent to taking 
youths out of the community to change them). 

Case Management and Traaking 

Youth participants in the OCP program are assigned.by and 
accepted from the juvenile courts of Dade County follow1ng 
adjudication for minor offenses and joint ~CP and court staff 
assessment of the appropriateness of the program for a given 
youth. 

An extensive case management/record keeping system is 
in place that covers the gathering and t£acking of case informa
tion from intake through termination. The basic data components/ 
reports contain~d in each case record are as follow: 
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General registration card 
Daily participation log 
Social history 
Confidential information questionnaire 
Client narrative report 
Treatmel1.t plan 
Psychological tests 
Client evaluation/termination 
Client service evaluation report 
Department intake form 

Additionally, a client satisfaction assessment (rating of 
the program) was implemented in 1980. 

A semblance of a project-participant contract approach is 
utilized at point of acceptance into the program but this is of 
the form of a non-binding pledge on the part of youths to commit 
themselves to completion of the program. Since assignment is 
part of a court dispositionary action, youths are usually obligated 
to participate for a specific length of time and/or until specific 
goals are attained. 

Followup or progress t+acking is an integral part of the 
program for a period of one year after completion of the wilder
ness experience. During that time regular staffing meetings are 
held to assess each youthJs performance. The wilderness coordinator 
oversights the wilderness experience phase of the program and it is 
presumed, but not clearly indicated, that overall case management 
and monitoring responsibilities lie with the program coordinator. 

v. Organization 

Staff Struature and Program Management 

The staff is composed of 3 full-time paid personnel; namely, 
the program coordinator, 'the wilderness youth counselor, and a 
secretary. An unspecified number of volunteers are utilized in 
allied recreational, counseling and sports activities engaged in 
by participants. It appears that these volunteer staff resources 
are developed and supervised by the sponsoring organization and 
use~ by the project. Data do not indicate that the project re
cru1ts and deploys volunteers on an independent basis. 

Day-to-day management responsibilities rest with the program 
coordinator. The project has a youth advisory council, but this 
council plays no part in project planning or decision making:.
other than providing reactions to specific program offerings. 
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Major decision making relative to fiscal and program manage
ment and fund raising appear to rest with the Executive Director 
and the Board of the sponsoring organization, BTC, Inc. 

Funding 

Initially the project received grant funding from LEAA which 
has run out. Currently, the annual budget of $49,014 appears to 
be met through $~l,OOO support from the United Way and the remainder 
from sources ava~lable to the sponsoring organization, BTC, Inc. 

Changes in the Project 

The OCP appears to operate today in essentially the same 
manner as it ~id at its beginning relative to program philosophy 
format"staff~ng, and exte:nal :esource utilization patterns. ' 
It rema~~s,dependen~ upon Juven1le court assignments of youths 
for partlc~pants,wh1Ch may well be a condition proposed to and 
acc7Pted by fund1ng sources as a condition for providing support. 
~t ~s clea: tha~ the sponsoring organization's leadership, namely 
~ts ~xec~t~ve D~rector and Board, provided the initiative re
sult~n~ ~n ~he procurement of local funds to continue the project 
follow~ng w~thdrawal of government grant funds. 

In sho:t the pr?jec~ appears to be heavily dependent upon 
th7 ~ponsor~ng organ~zat~on ~or management leadership, fund 
r~~~1~g! contact and ~etwork~ng with the community, and' 
v1s~b~l1ty and commun~ty acceptance. 

, ,Major,changes cited,as having occurred in the project since 
~ts 1nceptlon are essent~ally those dealing with internal manage
~ent c~ncerns ~uch as t~e adoption of staff accountability methods 
~nc~ud~ng the 1nst~11at~on of a time clock and a daily partici
pat~on log form wh~ch dat~ are aggregated into a monthly report 
used by management to revJ.ew program pro~~+ems and needs • 

. } 

VI. Service Evaluation 

Estimated Cost of Service EZements 

Available data do not permit the allocation of costs to 
s7rvice elements which in this case would reflect a breakout of 
d1:e7t c~sts for the OCP ~rogram and the costs assigned to the 
utl11zat~on of oth7r ~erv17es primar~ly spons~red by BTC, Inc. 
All tha~ can be sald ~n thlS regard 1S that 66 youths were 
served 1n the last year for which reported data are available 
(1979) ~y,the <?CP! that other program elements of the BTC, Inc. 
were,ut7l 7zed dur~ng the one year £ollo~~,p in different arrays 
for l~d1v7dual youths, and that total program costs were $49,014. 
The l~ne ~tem breakout of the annual budget is given as follows: 
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Salaiaes 
Fringe/overhead 
Staff travel 
Supplies 
Other 

$33,648 
4,385 
2,718 
3,087 
5,176 

Determining the QuaZity of Services 

The project is premised on an initial wilderness experience 
and a one year service followup, hence, data in the form of case 
record information is kept that allow some degree of assessment 
of the impact ~f ~he services upon subseque~t,y~uth beh~vior. 
Data for 1979 l.ndl.cate that the rate of rec~v,:Ldl.sm, defJ.ned as 
readjudication by the juvenile courts, for OCP participants was 
41. 0%. This. figure has frequently been compared in project 
publications and materials on an average recividism rate of 66.0% 
for all juvenile intervention programs nationally, and 76.0% for 
the Scared Straight Program. 

Additionally, internal d.ata reflect that the project helped 
30.0% of participants get jobs, 12.0% to obtain training and 10.0% 
to obtain some form of social servides. All participants received 
vocational/educational counseling, drug abuse education and coun
seling and medical examinations. 

The project has an extensive case recording/record keeping 
system w~ich has demonstrated its capacity to support internal 
program evaluation (see immediately above). As far as is known, 
the project does not solicit or re~eive formal external feedback 
on communi~y receptivity and/or specific assessments from 
referral or user organizations. No external evaluation of the 
program by a qualified independent source has been performed, 
according to available information. 

VII. Summary Statement 

In light of the recent wide publicity given to problems with 
in-migration and the riots in Liberty City provided by the media, 
there is little doubt that the metropolitan Miami-Dade County, 
Florida area, faces some serious and complex problems relative 
to its yo~th population. Project personnel perceive the commu
nity·s youths as being oriented to immoral/illegal activity, to 
hustling as an appropriate way of making a living, to a belief 
related to beating the system, and to be highly rejecting of the 
positive values of an education. 

School dropout rate is believed to be high, an estimated 
40.0%. Premarital sex among adolescents and out-of-wedlock births 
are thought to be at a high level. 
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Street club/gang influences are not thought to be strong; 
however, it is believed that the problem of serious/violent youth 
crime is increasing in frequency and seriousness. 

The OCP project represents a limited and selective response 
to the implied needs of the overall community. This is, of 
course, not a criticism in and of itself, given the limited 
resources supporting the project. At the same time, while the 
project is located in one of the most seriously socio-economical1y. 
deprived areas of the city, it is oriented toward serving the 
entire metropolitan area. Further, the project limits itself to 
serving minor offenders. 

The OCP has a clearly delineated service program that can be 
easily grasped by the public at large and probably by youth 
participants. Its internal structure and management also appear 
to be satisfactorily developed in terms of the distribution of 
authority, division of labor and case management/record keeping 
systems. 

The project is dependent upon the sponsoring organization, 
BTC, Inc., for program leadership, community networking and 
presentation of the project to the community for fund raising, 
visibility and credibility purposes. Given the limited degree 
of project funding and the limited number of staff directly 
serving its goals and functions, the project also relies upon 
the various youth servioes offered by the sponsoring organiza
tion. 

Available internal evaluation data suggest that the program 
produces a lower recividism rate during the year following the 
wilderness experience than is common to juvenile offender i,nter
vention programs throughout the nation. However, in the absence 
of an independent comparative assessment, it is not possible to 
determine whether this is a valid measure of success or simply an 
artifact of the project serving youths with less serious problems. 

In general, it can be said that the project has applied a 
distinctive initial intervention approach (wilderness experience) 
coupled with a followup year of services on a repeated (monthly) 
basis to small groups of minor offender youths that has resulted 
in a comparatively attractive recividism rate of 41.0%. 

A major strength of the project appears to lie in its poten
tial for preventing the occurrence of more serious/violent juvenile 
crime among some youths at risk. 
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Centro De Cambio 
Community Assistance Team Service (CATS) 
3007 24th Street 
San Francisco, CA 94110 
Executive Director: Gene Royale 
Telephone: (415) 641-1994 

I. Context of the Project 

OrganizationaZ AffiZiation 

The organization was founded in 1970 in the Mission District 
of San Francisco as a response to increasing drug problem among 
youths in the community. Over the years, the organization has 
formed working relationships with other community-based programs, 
offering legal assistance, health care, and employment. The pro
gram includes both out-patient and residential facilities with 
bilingual services for the Spanish speaking community. 

The organization has historically designed and implemented 
programs and activities to meet the needs of juveniles and 
adults in the Mission District. The basic services offered 
have been and continue to be related primarily to the community's 
drug problem. More recently, efforts have been started to address 
the juvenile crime problem through community assistance teams. 

The overall goal of the organization is to develop leader
ship. They strive to build role models who can assist youths in 
particular in avoiding a life style of chemical dependence. Basic 
projects include: (a) Drop-In 124th Street Center, (b) La Casa 
De Cambio, and (c) Community Assistance Team Services (CATS). 

Community ProfiZe 

The Mission District of San Francisco, with an approximate 
population of 180,000, was the original and still remains the 
dominant project service area. Adjacent communities are Dale 
City, an integrated working class community, and Central City 
generally described as a slum comprised mainly of the poor 
elderly, Blacks and Hispanics. 

Blacks (15%), Whites (30%), and Asians (5%) comprise roughly 
fifty percent of the population in the Mission District whereas 
Hispanics comprise about fifty percent. 

About 40% of the community's population is said to be on 
welfare and the remaining are employees from the blUe collar and 
white collar ranks. About 15% is thought to be engaged in some 
type hustling and/or illegal activities. 
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The high school drop out rate for this community appears high 
(about 25%) with the largest percentage among Blacks and Hispanics. 

Except for white families, the intergenerational mobility 
within the community is said to be on a downward trend. Youths do 
worse off in life than do their parents. 

Like many other communities throughout the country, there is 
reported to be a high level of premarital sexual activity among 
teens with Hispanics having the largest number of adolescent out
of-wedlock births. 

Nature of the Vio~ent Cpime ppob~em 

The classes of crimes thought committed mostly by male youths 
are loitering, drug possession, burglary and assault. Corre
spondingly, for female youths they are petty theft and drug use. 
Although there has been an upward and downward shift in frequency 
of occurrence, the above classes of crimes have remained basically 
the same since the inception of the project. 

The most frequent victim/target of assaults are reportedly 
the youths themselves. And, the most frequent target/victim of 
burglary is the White middle class. 

Most juvenile crimes in the Mission District are reportedly 
group or gang related. 

Causes of Juveni~e Cpimes 

The main reasons felt underlying the crime problem are inter
group antagonisms, prejudices, drugs, and an apparent detachment 
from the community's basic socializing institutions. 

II. Description of the Project 

While each of the organization's major projects will be 
briefly described in this section, the Community Assistance 
Team Service (CATS) will be described further in the report. 

Drop-In l24th Street--Services offered through the Center 
include individual, group, and family counseling wh~ch is 
provided on the spot for addicts and their families 'seeking 
their assistance. Referrals for detoxification are made through 
the Center. Intakes are processed for referral to detox facili
ties in San Francisco with the understanding that participants 
will continue individualized and group counseling sessions at 
the Center. The Center provides the community with drug abuse 
information and educational presentations. A resource library 
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is ~aintained for public use. The Center sponsors a youth 
proJect that is composed of and run b ou 
people organize activities for their y y, ng people. The young 
as wel~ as activiti7s around issues o~n~~~~~~tt~n~h~e~I~:;ion 
commun~ty, e.g., ne~ghborhood clean up campaigns. 

La Casa De Cambio--La Casa is a 6 to 9 month ' . 
drug free program for persons wanting to learn to f~~~de~tth~al 
d:ug dependency. Through La Casa . . ',e w~ out a 
t~onal oppor.tunities, awareness of ~~~t~c~pants rece~ve educa
to broaden expectations of life cou ~~posure to alternatives 
rehabilitation. ' nse ~ng, and vocational 

Community Assistance Team Service (CA ) , 
vice project which is being implemented ' TS i~~~ a proposed ser
seeks the inVOlvement of existin co 7n a ~m~~ed way. It 
groups and external resources ingeff~~~~~y agenc~es, support 
street violence and related problems of ' ~ prevent and co~trol 
and prejudice.* ~n ergroup antagon~sm 

III. Legitimizing and Public Awareness Activities 

The Community Assistance Team S ' , 
recognized need for more active invo erv~ce ~s an out-growth of a 
efforts to prevent and reduce crime lv~ent ~f th7 community in 
appears to be that the communit " e~un erly~ng assumption 
must accept ownership for and m~kePart~cu7arly through its youths 
its crime problem. a comm~tment to ameliorating 

Building upon the Commnnity' , 
lem, the project has undertaken _ s awaren7ss ,?f, ~ ~,s crime prob-
going activities to leqitimize a~~emf,?l~o~~ng ~n7t~al and on-
its Project initiatives: a~n a~n publ~c SUpport for 

Established a Senior Advisory Committ 
responsible communit 1 7e , composed of 
tatives from variousYco~~~r~ a~d de~~gnated,repres7n
performs consultative and in~Yegrgate~c~es'l Th~s comm~ttee .... ~ve ro es; 

Engaged community agencies in its ,. 
processes requiring that all pr . p~rt~c~~a~t.selection 
an official endorsement from atoiec tPart~c~pants have 
erating community agencies; eas one of the coop-

*The remainder 
tion of features of 
organization's most 

of the report is devoted largely 
t~e CATS program which is viewed 
d~rect efforts in juvenile crime 
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Established a rigid internal chain of commands and 
authority structure which are monitored on an on-going 
basis by sponsoring agencies within the network; 

Established time limited appointments which allow 
automatic rotation of youth participants; 

Built and maintains an information network using a 
variety o£ mediums design7d to avoi~ and wh7n,n7cessary, 
addr~ss public mispercept~on of proJect act~v~t~es. 

Established and maintains a coordinated relationship 
with the San 'Fra,ncisco Police Department. 

IV. Intervention 

Program PhiZosophy and GoaZs 

The Project operates on the,belief t~at a young p7r~o~'s choice 
in life styles is largely determ~ned by h~s<h7r a7ces~~b~11t¥ to 
the community's legitimate aven~es for part~c~pat7on ~n mean~ngful 
community activities, e.g., fam~ly, employment and school. Further, 
inaccessibility to these avenues results in alienation from the 
community and loved ones. Subsequently, youths seek o~t those 
associations which provide them with a ~ense of belong~ng and 
worth. \; 

,.' 

" 

The primary a~m of CATS is to prevent and control street 
violence and related problems of intergroup antagonism and 
prejudice. 

Target PopuZation 

The target population is general in that the population is 
determined largely by the nature of crime problems which surface 
in the community. However, priority is given to youths. 

Program Strategies 

To achieve its goals, the project organizes, trains and main
tains citizen assistance teams to conduct crime prevention and 
crime control. These teams have three ca'tegories of participants; 
(1) professional staff who provide leadership and supervisory 
functions; (2) adult volunteers who, in addition to assisting with 
project patrol functions, prc;>vide job refe:r~.l service to ¥outh 
participants; and (3) commun~ty youth·part~c.~pants who, wh~le 
assisting with project community patrol activities, are provided 
job placement and social services. (I;:/' 

The citizen assistance teams are composed of from three to 
six women and men, with each team supervised by a unit leader 
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which has authority over all team operations. Actual team 
activities include both intervention and mediation of on the 
scene conflicts. 

The priority target problems with which CATS deals are~ 
. situations of actual violence, including various forms of sexual 
assault; situations of potential or impending conflict, such as ' 
confrontations, verbal assaults and sexual harrassment, with spe
cial attention to any situation involving intergroup tension or 
conflict; crimes or potential crime situations (especially in
volvingyouth) in which the teams may intervene with attempts at 

. persuasion and prevention; and requests for assistance from the 
police and citizens. ' 

Prospective members of the teams are required,. at a minimUm, 
to provide formal letters of reco~~endations from 1egittffiate 
community organizations, including signed personal endorsements 
from recognized responsible community figures. 

Prior to any service at the street level all teams are pro
vided training in mediation, conciliation and conflict resolu
tion techniques. In cooperation with the San Francisco Police 
Department and other community agencies, the project also pro
vides training on non violent methods of crisis intervention. . 
In additional to the above topical training list, all participants 
are req:uired t.O have training in at least some aspects of the 
following areas: interpersonal and intergroup communication 
such as nonv.erVal factors, stereotypes and prejudices, unin
tended provocations, threat cues and danger signals; tactical 
c~mmunication within and between patrols, with some primary 
and secondary lillks with the official police communication net
Work; basic skills in non-violent defense and humane physical 
r.estraint; psychological process such as conflict simulations 
and role playing; group organization such as chain of command 
and responsibility; coordination functions with the police; 
and legal rights, responsibilties and limitations, including 
~afeguards and internal control. 

Case Management; and T11aaking 

To insure quality control in the performance of project 
activities, a rather sophisticated system has been instituted. 
Internal chain of commaridand authority is held by professionals 
who a~e accountable to sponsoring community agencies, and they 
exerc;~e rigorous scrutiny and supervisory control over all team 
aptivfties. Inte~nal screening and diversion are established 
·as· on-going processes designed to deal with inappropriate behavior 
of team members. Public relations involves a variety of informa
tion, ne.tworks designed to avoid public misperception of project 
activities. Time limited appointments allow automatic rotation 
of participants thereby increasing the potential for sustaining 
~otivation. Senior core group members, which res~lted from the 
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process of selection and rotatior:, .ser,,:,e as control staff an~ 
positive role models. Accountab1.~1.ty 1.S held to t~e spon~or1.ng 
agencies and senior advisory comm1.ttee, both of wh1.ch monl-tor 
team activities. 

v. organization 

staff structure and Program Management 

The community Assistance Team Program is staffed by an 
Executive Director, who holds responsibility for day to day 
administrative decision making; an Administrative Director, 
who in the absence of the Executive Director, assumes respon
sibili ty for day-to-day administrative decision making ,'and 
a secretary. 

The project's s't.aff is directly responsible to the larger 
organization, of which the Execut~ve ~irector is head •. Worth 
notation is that the larger organl.zatl.on lends the proJect counse
lors who provide you,t:h participants; with the support services 
considered basic to sustaining their motivation for participa
tion in this project's activities. 

The specific project structure and management includes a 
'project steering committee, a Senior Advisory Committee, pat~ol 
teams, communication staff and Central Office Operations, and 
core groups. 

The Project steering Committee, chaire'd by two co-directors, 
'provides professional services in the operation of 'project activ
ities. Further, this committee is the accountable body for 
project activities and as such, comprises the chain of command 
supervising various units and other project operations. 

The Senior Advisory Co~nittee is composed of responsib~e 
cowmunity leaders and certainodesignated representatives of 
cooperating agencies, and one member of xhe Steering Committee. 
This Committee performs a consultative and integrative function 
for the project. 

,-" .. ~.. " --
The patrol teams, supervised 

duct all street level operations. 
to designated shift supervisors. 

by an adult unit leader, con
unit leaders are responsible 

Under the direction of the supervisor, communication staff 
coordinate and direct units during shifts. Communication Staff 
maintain radio and telephone lines between units", central office" 
police and other community patrol operations. C 
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_ Since alli.\ teams have time limited appointments for partici-
pants, the core group, composed of veteran participants, provides 
guidance and leadership roles for new participants. 

Funding 

There has been no direct funding for this program. The 
limited way in which it has been implemented is largely due to a 
commitment by the organization. This commitment is expressed 
in the reallocation of other organization resources to test this 
idea. 

Changes in the Organization/Projeot 

Centro De Cambio, a private non-profit organization, was 
established in 1970 and it primarily maintains the same basic 
service thrust as it had when first started. Dealing with drug 
problems in the community has and continues to represent major 
service offerings. The residential drug program was started in 
1977. 

More recently, concerns and related actions through the, 
CATS project are addressing the community's crime problem. 

VI. Service Evaluation 

Estimated Cost of Set'vioe EZements 

Although no specific cost data are provided, a comparison of 
the project's activities lists with equivalent services by fully 
trained law enforcement officers would suggest favorable cost 
effectiveness. The primary reason being that these teams can pro
vide supplementary crime prevention coverage at a fraction of 
the costs for equivalent services provided by law enforcement. 

Determining QuaZity of Servioes 

Given this is a proposed program, no data on impact or quality 
are available. However, the outlined program strategies for crime 
prevention and control are deserving of some comments. 

,) \1 

, Certain activities performed by the Community Assistance 
Teams seem to have some promise in mobilizing special human 
resources possesse,d by J:'ecogni~ed community youth agencies, 
which, for example, have influential access to networks of'affilia
tion among youth peer groups and other sources of local influence. 
In.,a particular problem such as violence against gaycpeople, for 
example, youth agencies, given sufficient allocations of time and 
li'esources, are capable of exerting positive influence in persua
sion, mediation and education within youth subcultures that are 



largely inaccessible to outsiders. A community policy against 
such violence can be articulated in a language and social environ
ment that is very local. However, like all policy making bodies, 
youth service agencies are generally reluctant to make general 
policy declarations and commitments unless they possess the 
necessary resources for effective implementation. 

Attempts at implementation of a violence control or inter
group conciliation policy can strain budgets that are already 
minimal while diverting agencies from their mandated respon
sibilities. 

Disorganized or minimal attempts at such policy implementa
tion can harm the reputation and effectiveness of such community 
agencies. If, however, Centro de Cambio's CATS Project is given 
an official mandate with sufficient resources to pursue a serious 
program of violence control while providing expanded benefits to 
its target population, then unique means can be brought to bear 
on the problem. Local public opinion among youth groups can be 
systematically influenced (e.g., violence against certain commu
nity groups is for insecure chumps). 

Of course, such intergroup communication goes both ways in 
a project of this type. Since a diverse group of people from 
various backgrounds is involved, majority group members and other 
minorities are able to modify possible misperceptions or stereo
types. Hence, the project, especially in training and shared 
street experience, can generate some very positive intergroup 
communication and conciliation. On a larger level of public 
awareness, the teams can serve as tangible examples of successful 
intergroup social contribution conducted on a basis of mutual 
respect and reciprocal benefits. The project can be at once an 
internal process and an external symbol -- both of which have the 
potential to enhance positive intergroup relations. 

It should not be assumed from these comments that Mission 
District youths are necessarily disproportionately responsible 
f·or current violence problems, but rather that local youth agen
cies are concerned with any violence in their community. The 
point is that local means can be employed by these institutions 
in ways that are especially effective. 

VII. Summary Statement 

Youth on youth violent crimes via gang violence is thought 
to be of major proportion in the Mission District of San Francisco. 
The area is comprised mainly of Hispanics with Whites (30%), 
Blacks (15%) and Asians (5%) accounting for the remainder of the 
popUlation. 
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CATS has identified and is engaging a number of community 
groups and organizations in meaningful ways in efforts to prevent 
and control crime, most notable of which is the San Francisco 
Police Department which is kept informed of all project activ
ities. 

A notable feature of the Project is its emphasis on organizing 
and mobilizing existing community self-help capabilities. A key 
feature here is the ·use of youths themselves in the prevention 
and crime control effort. . 

Recognizing the importance of the community's perception 
and,the ro~e,o~ the media ~n shaping thec:ommunity's perception 
of J.ts actJ.vJ.tJ.es, the proJect has as an J:ntegral part, an ihforma
tion network which uses a variety of mediums designed to avoid 
and when necessary, address public misperception of its activ
ities. 
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House of UMOJA, Inc. 
Heuse of mmJA Residential Program 
1436 North Frazier Street 
Philadelphia, Pennsylvania 19131 
Executive Director: Sister Fa1cika Fattah 
Telephone: (215) 477-4500 

I. Context of the Project 

O:r>ganizational Affiliation 

The House of UMOJA' s Residencia1 Program haa. its beginning 
in 1969 when David and. Fa1aka Fattah offered their West 
Philadelphia home as a "refuge" to fifteen gang members from 
South Philadelphia. For a year prior to that time, the House 
of UMOJA had functioned as a communication vehicle for the 
Third Black Power Conference. The House of UMOJA was sub-' 
sequent1y incorporated, in ,1970, as a 501(c) nonprivate organi
zation and it currentl.y f1i'iictions as a family-based, multi
service grass-roots civic organization serving youth and other' 
members of the community. 

Community P:r>ofiZe 

The House of UMOJA is l.ocated in and serves the Carrell Park 
area of t'1est Philade.lphia. Carroll Park is locateo. between 52nd 
and 63rd Streets, and Girard Avenue and Lansdowne Avenue in 
cen~us tract 1112-1113. 

Carroll Park has an estimated pop1.l1ation of about 17,000 
persons 85% of whom are Black, living in about 5,700 dwelling units. 
Carroll Park is neighbored to the south by the Haddington com-
muni ty and to the east by Parks ide, both of which are character-

. ized as economically depressed areas with a population comprised 
of an estimated 85%-90% Black. To the north are Wendfield and 
Overbrook which are middle class areas; the former is about a 
65% b1aqk population and the latter approximately 85%. 

The Carroll Rark community is described as having an adequate 
local supply of or easy acces's to. most resources. Notable excep
tions include department s~ores and factories or other potential 
industrial employment sources. Theseexceptions.maintain for th~ 
surrounding communities. 

The community qan be generally characterized as being 
economically depressed. An estimated high of 80% of the resi
dents have incomes of less than $10,000 with a full 12% of o 

them esti'nlated to subsist below'the poverty line. Residellts, 
particularly the youths at 60%,· are. generally plag.uedbYhigh 
unemployment rates. Better than a ,third of the community's resi
dents are thought to be receiving some form of public welfare 
assistance .' 
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several i~icators described by project personnel sug~st 
that the community is a highly stable one. Besides the fact that 
the community is virtually non-transient, an estimated 75% of 
the families own or are buying their own homes. An incrediblY 
high percent of the families are described as intact--30% being 
nuclear and 50% extended. In addition to this, 50-75% of the 
business owners are said to live within the Carroll Park community. 

Youths are thought to fare no better nor any worse than 
their families in termS of integenerational mobility. While 
the project staff was not able to provide estimates regarding 
the school dropout rate, some evidence given would suggest it 
being at a ,high level. some youthS are thought to view hustling 
as a socially acceptable way of making a living since jobs are 
scarce' however, other area youth indicate they do view such in-

volvement as illegal. 

Nature of the violent Crime Problem 

When the House of U~OJA started as an "unofficial" haven 
for members of gangs without homes, gang related violence was 
at its height. According to project staff, during the 1960'5 
gang violence was a way of life among young black males 
throughout Philadelphia.* Assaults and murders were the two 
most common types of crimes committed. Reportedly, there were 
43 gang related deaths in Philadelphia in 1973. 

While gangs remain active, crimes today are thought to re .... 
late more to drugs (either in support of the hal:>'it or in relation 
to the mind-altering quality of the drug) than to gang activ
ities. The most frequently committed crimes by juvenile males 
in the community are believed to. be purse snatching, rape, car 

theft, mugging,. and drug sales. 

It is believed that juveniles commit most of their crimes 
within the community with the community's elderly population 
beirig the prime target of such crimes as purse snatching and mug~ingS. SignificantlY, drug sales are viewed as being targeted , 

primarily to non-resident youths. 

Cause of Juvenile Crimes 
The pr~graro~;; strategies are said to be based on the belief 

that youths turn to crime because of inadequate family lives. 

,.~roject personnel attribute some increase in family in
stab~l~ty, the spread of gangs, and. a subsequent increase in 
violent crimes to the urban renewal program. Prior to urban 
renewal,. gangs were viewed as being confined to limited' sections 
within the city. with family relocationS, gang members were 
separated, carrying with them their gang logs, histories, and 
animosities to new sections of the city . 
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They lack nurturarlCe, su 0 ',' ~ ~es~lt of and/or in addiilo~tt dIscIplIne, and guidance As'a 
a~~;rt~ail~es, youth involveOth~~!~:ebe~aViors breed~d by 
as 'fam~~s ;,;n the past and gang'meml>ers 5 In,gang related I y.' cons~dered each other 

II. Description of the Projec~ 

, .House of UMOJA mi ht .. , ' pr~mary) program bas g be de~cr~bed as a crime ' the problems D ed on a famIly~priented a preventIon (not 
ages of 15 a' d /pendent and delinquent bl kPproach to "t,reating" 
the courts f~r 8 ~e_referred to the fam:l;'c males be~ween the 
~onnel ind;ica t'e~n th~~determi,:ate" period oi t~::~d ~eS~dence by 
IS the decid' f yc:>uths state of read' ' rOJect per-
of program S~~;ic:~tor In regard to decisio~~e~~ ~hnd prep~ration • e term~nation 

t' The focus 0'£ the program . :e~~~l foar dthe, yo?ths toward th~Sg~~l POrofVidin
g 

a, stable, home 5i tu-
, n ernot~onal l' . preserv~ng th ' 

the community throu b Ives, In addition to outh' ~u physical, 
classes in black hi;toSChOOl attendance and jbbS ~h Involvement in 

training by program staff. "ry and culture and life skills ey are taught 

,The total program a deslgned explicitl" ppec;tr;:; to represent a 
'less "Substitutive); ~~ I?r,:,nde, care, that is mo~ro:;p home setting 
out-of-home care . . an IS generally implied ,e permanent" and 
conscienceness a;d ~hhe prog7am attempts to rai~n the concept of 
selve . , us their prid' , e youths' 
as a =~rt M~~e t::,portantly , they ar: ~~c:~~r race a'.'d in them
getting youth t e Fatt~h ~amily, In fact oged to VI~W themselves 
the Fattah nameO remaIn In the project i~ e

ne mech~Ism cited for . ncourag~ng them to carry 

III. Legitimizing .andPublic Awareness Efforts 

The project ot' Fattah and h g .. ~ts start from an 'd 
bers of stre:r ~~sband to • "unofficially;; =~o~~ d Sister Falaka 
cerns for and'resngs~ '~h~s step came as a r ~ e a home for mem
in which black earch Into the problems of esult of their con
rate and from t~~~ths were killing each othe~ang relc;tted deaths 
gang activit' . r,knowledge that their at an Increasing 
the venture.'~~~ F;~~e~.the.personal and ~;~c~~~twas involved in 
networking, " a s dId not involve' th ous '.'ature of emselves ~n community 

Prior to this ste .' House of UMOJ.A as p ~n 1968, Sister Fattah 
aspirations of bl akcommunications unit to ' had organized the 
In this earl staac peo~17 involved in theg~~e voi~e to the 
core of Black Po ge, legI~Imacy was conceiv ~l~berat~on struggles. 

wer const~tuents. a y extended by the 
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. . ated the major start-up problems between 
Prog:am staff 1n~~~ri1 financial. Problems encountered 

1968 and i~72 were pr an ~fficia11Y incorporated agency are 
in attempt1ng to be~o~e bureaucratic red tape and reluctance 
said to have stemme1 drom of the new and innovative appro.ach. 
due to lack of know e ge, 

. . t d' 1970 with a Board of Directors 
UMOJA became 1~corpora e o~~r ~dvocates. The board currently 

basically r~pre~ent1~gf~~~~~ ~embers, who meet monthly to· make 
consists pr1mar11y 0 . . 
legal, policy and budgetary dec1s10ns. 

. . ith the courts and the Department of 
Formal re1at10nsh:-pS ~ since 1973. however, there have been 

Public We1fcar~ have f e~:-s;e reement, particularly' in rela·tion to 
occasional p01nts 0 f 1Soggram participants. Conflicts have since 
the length of stay 0 pr . 
been resolved. 

t ff the past was not marked by good 
~ccor~ing ~o p~ogr~i~n~l ~ystems, e.g., police harassed 

re1at10nsh1Ps w1th trad P t1y the courts act as a referral 
youths in the prog:am • res~~ to'be fairly cooperative with the 
source and the po11c;e a~~ sa~th the community high school is not 
project. ~h~ re1at10n~vt~e~ce reported 5uggests that UMOJ~'S 
a very pos1t1ve o~e. ths when they feel the youths are r1ght 
staff support the;1r YOU't'ons held by the school's staff. 
in view of oppoS1te POS1 1 

e a close alliance with the target community"s 
. That ~hey hav . the fact that they are represent~d on a 

res1dents 1S ref~~~t~~u~~i1s/organizations; provide commun1ty ser-
nUJ'tl.ber of commun Y £, d. and use forme:r gang members for con-
vices, e.g.; emerg~ncy 00 I 

s.u1tation and intervention when necessary. 

IV. Intervention 

Program PhiZosophy and GoaZs 

ram holds to the philosophy that youths c;an.be.mo1ded 
The ~rog oductive adults with proper guidance, d~sc1p11ne! 

to be SocI~-pr This philosophy relates to their expressed be11ef 
ancl educat10n. t . because of their lives in inadequate 
that youths turn 0 cr1me . 

",}fami1ies during their format1ve years. 
. t t . s is to save the The espoused goal of the proJect s ra eg1e 

physical, ment~l, and emotional lives of b1ac~ male youth who 
they character~ze as being an endangered spec1es. 

Target popuZation 

The project primarily serves black male youths between the 
d 18 l~i1e originally started to serve on a 

ages10ft15 a~asis· youths from South Phi1ade1phia~ the program 
~u;~e~~l;r~erves youths on a city \,lide basis and those who are 
referred by the court. 
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Youths accepted are all considered at risk and/or serious/ 
violent offenders. Youths who do not qualify include the psy
chotic, those convicted of sex related offenses, and current 
drug users. 

Approximately 60-80% are estimated to be unemployed. All 
of the program's participants have had contact with the criminal 
justice system and represent court referrals. 

Youths in the project are described as having more emotion
al, mental, and physical problems than youths in general. Emo
tionally, youths are said to suffer from problems of alienation. 
They also are described as needing nutritional and sex education 
information. 

The program has never served female youths programmatically; 
however, females are encouraged to participate in the various 
recreational activities, e.g., Black Youth Olympics, sponsored 
by the House. In its male population, staff have observed that 
over the years, youths have become involved in more violent/ 
serious crimes and they tend to have more family and school 
related problems. \\ 

Program Strategies 

The primary program strategy is to establish a stable and 
adequate family life for the youths in which they are prepared 
to be racially and individually proud and socio-economically 
producti:,ye adults. 

This multi-faceted residential program provides an array of 
services' including vocational evaluation; job training and place.,. 
ment; individual and group counseling; rec":'eationa1 activities; 
therapy; cultural enrichment classes; life skills training; 
follow-up placement; and a living arrangement designed to approx
imate an adequate biological family. 

Case Management and Tracking 

Youth enter the program through court referrals. The staff 
social worker conducts the intake interview, while a current 
resident youth conducts an informal orientation to house rules, 
neighborhood resources, etc. The treatment and services needs 
of the new resident are determined through a sharing experience 
with the social worker. 

In additon to the social worker, counselors and child care 
worker case records and bi-month1y staff meetings provide input 
regarding each residents progress or lack of progress. 
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The social worker is responsible for maint . . . 
contact; however, in some cases, counselor .a~n~ng fam~ly 
also perform that responsibility Ret s/ch~ld care workers 
maintains contact with the families a~~r 7dly , the social worker, 
are.permitted to return home on weekend~ ~nA~~~e c~ses, youths 
fam~ly counseling is performed, when indicated o~g .nlo formal. 
referrals are made. ' am~ y therap~st 

~ normal day for participants in the resid . 
beginning with a morning conference regarding pen~~al program, 
programmatic issues of the da a ~o ems and 
managed. Following breakfast:'re~l~:~~s ~~ ~e ra~her closely 
or to a job training program Duri 0 sc 001, to work, 
are available to residents who are ~~h!~~l;~'I:~ aftern0c;>n, staff" 
homework. Post dinner portion of th . c;>r tutor~ng and 
supervised recreation except on Tues~a;:en~ngh~shset aside for 
in "African Heritage" is scheduled . a w ~c . time a class 
duled GED and Life Skills Trainin • W~th the exception of sche
recreation,al activities on Sunday~ o~ S~tu~days and scheduled· 
pants discretionary time. ' ee en s represent partic-

Mechanisms utilized to motivat ' th . 
Pfoje<?t include individualized coun:ei~~ s t~O rem~~n in the. 
b~g-l~ttle brother arran ements .g! 7 ass~gnment of 
input'into the developme~t of r~sf~:n~t~l~zat~on of ~a:ticipantsr 
encouragement to develop a sense of b ru 7s and pol~c~es, and 
unity) and ultimately to take on th elong~ng tOUMOJA (meaning 

• . e name of Fattah •. 

The program's orientation als h 
of post-program follow-up Forme 0 c~rts the nature and form 
remain or return as staff' An' r res~dents are encouraged to 
d . d' . n~versar~es and annual . 
es~gne and ~mplemented as foIl _ . . . reun~ons are 

most former residents who marry ~~ ~~ :~t~hv~t~es: Reportedly, 
e ann~versary. 

v. Organization 

Staff Structure and Program M . anagement 

There are twenty-five staff 1 . 
'r7sidential program. In terms Of~~ °17e~r plus vc;>lunteers in the 
d~:ect service providers, there ~h ~m~ted.deta~ls regarding 
be~~g.an attorney who serves par~:~imereedsoc~a~ workers, one 
Add~t~onally, a number of Qtaff ernb an prov~des legal services. 
residents. .... m ers are said to be former UMOJA 
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Organizationally, there is a Board of Directors, which in
cludes Fattah family me~ers, that provides policy and leader
ship dir~ction. An executive director (Sister Fattah, the fc;>under) 
.with input from the Advisory Board, is responsible for the day
to-day management of the organization. The Advisory Board consists 
of persons who have earned the name of Fattah and meets quarterly. 
The Board has no direct managerial functions but serves as commu
nity liaisons providing input in the form of identifyjng commu
nity needs and perceptions. The several departments; . namely, 
security, finance, fund raising, housing and economic development, 
social servic.es, and employment" are each headed by a director. 
The departments of security, social services, and employment have 
direct line staff assigned to them with social services and.em
ployment being involved with the program's residents. 

In the ~sence of the ,Executive Director, department heads 
have the responsibility for administrative decision-making through 
fc;>rmal organizational arrangements. It was not clarified., how
ever" on what basis, if any, such administrative functions were 
shared among the six department heads. 

with the organization being operated around a family theme, 
the management of students in t~e home setting is reportedly 
accomplished on an informal basis. Residents are active partici-

·pants in maintainting the family by carrying out day~to-day chores. 
and having input in decisions regarding rules, disciplines, etc¥ 
Project personnel state that youths are encouraged to take 
responsibility for the assignment of tasks in the House and for 
the disciplinary actions against fellow .participants. 

Funding 

The organiz'ation, inclusive of all program cClmponents, 
operates on an approximate $450,000 per year'. SerVice' 
components included in the tot,albudget are the residential pro
gram, employment training, the community security/crime preven
tion, and food services. Sources of funds ~or the total program 
are derived from the Department of Public Welfare (DPW) , the 
Pennsy'lyania Commission on Crime and Delinquency (PCCD) and pri
vate foundations. c, 

The primary source of funds for the residential components, 
,comes from the Department currently in the form of a $46 per diem 
ratenfor boys plarred through the courts. Such funds are expected 

eto remain at its .current level illdefinitely. Program monies 
received from the PCCD are expected to expire in Septembel';' of 1981, 
after which further funding will be negotiated with the Depart
ment of Public Welfare." 

The organiz~tion aggressively seeks new funding sources 
toward an eventual self-sufficiency status for program imple
mentation. On December 29, 1979 the House of UMOJA announced 
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a one million dollar capital campaign focused on building ::eno
vations and construction. Construction of the UMOJA Secur~ty 
Institute, a focal point of the Boystown, will be completed by 
the end of th.e year. 

The most recent and ~vailable accounting of the capacit~. 
building/fund raising efforts reveal a total of $810 ~ 000 hav~ng \)" 
been raised from public and private sources among wh~ch are re- '. 
ported to be the City of :hiladelphia, Eco~omic Development 
Administration, PEWMemor~al Trust, Columb~a Broadcast~ng System, 
William Penn Foundation, and Glenmede Foundations. 

Changes in the O:l'ganization/Projeat 

The House of UMOJA has grown from its beginnings in 1968 in 
a private home as an, uni~lI::orporated, unpropertie~ haven ~or black 
male gang members toian ~ncorporated and prol?ert::ed mult~-purpose 
and many dimensional community service organ~zat~on :for construc
tive social change. In 1972, the House of UMOJA became incorpo-
rated as a non-profit organization~ 

Through the years the organiza~ion ~as manag7d.to purchase 
23' of the houses in -the same block ~n wh~ch the or~g~nal home 
still stands ten of which have been renovated ana. are in use. 
with moneys from their fund-raising campaign, they envision 
creating UMOJA's Boystown. plans have be7n made to com~lete the 
renovations of the 23 houses and therequ~red construce~ons for 
Boystown which are expected to comprise residential, e~ucation
al, cultural and social services, as well as the creat~on of a 
community based youth emp10ymen~ program. Re~ortedly, th~ ~ob 
training program will spin-off into seven bus~ne~ses pro:r~d~ng 
opportunity for young people to learn to earn wh~le serv~ng 
the community. 

In addition to property accumulation, the organization h~s 
expanded its program operating zero-order budget to an approx~-
mate $450,000 annual one. (J 

There are other changes 'that go beyond the d;tversification 
of services and program components and financial accruals. 
There has been an change in focus and in the target population 
to be served. Up until 1976, the program primarily dealt with 
gangs and gang violence by providing a home to gang members and 
by helping to increase communication between gangs. In,1976 
the organization ,began providing alternatives to gang violence, 
such as the Black Youth Olympics. Specific project components 
e.g., Employment Training, were incorporated into the program 
in 1978. Perhaps the most signifi'cant change in relation to 
being a community based p~ogram involved changes made in 
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~e target population,a:>-d the criteria for the program's ser
v~ce: ~he program orig~nally started, without outside system's 
fu~d~n~~ to serve~he ~ouths. ~~le ~he Fattahs undoubtedly 
ma~ntaJ:ned some cr~ter~a for elJ:m~nat~ng youths who could not 
become a member om the" family," there were no obvious require
ments iihat a youth had to have had some experience with the 
"criminal justice system nor that youths accepted had to be court 
r~ferred. These are obviously conditions required by funding 
sources. 

VI • ,Service Evaluation 

Data needed to attempt to make some 'estimates of ,the relative 
costs of service elements were not available for the total of all 
se~ice components nor for the services provided in the residen
tial program. 

In order to ensure t~e delivery of the ~ypes 'Of services 
desired and the promulgat~on'of the family orientation' atteupts 
are ma~e to -recrui!:J; staff from among former residents:' Staff 
a:e,sa~d to attend relevant workshops and conferences. Addi
tJ:o,nally, bi -monthly staff meetings :Eor' the residential pro-'" 
gram are held. 

.1 There has never ~een a comprehensive evaluation of the 
program, but th~ Pennsylvania Department of Public Welfare 
conducts~an an~ual aUd~t tha~ l\~:)Oks at physical, organizational, 
and prog~ammatIc complIance ~ssues. Program success is not a 
componen~ part of the ev~luation; howeve~all references to ' 
program In these evaluat~ons have been positive. 

~ft:er UMOJA spo~sored a, ~N9' GaIl9' ,War in 1974" Campaign, a 
drop In g~ng qeaths '1n the City ofFh~ladelphia was observed. 
UMOJA resJ:dents constructed a q;uestionnaire desi.:qned :to' 'mea
sure the gangmember.s perception of the programs effectiveness 
and took 200 of them into the community. Two hundred members 
completed the questionnaire. ' 

" On Jan';1ary 4, 1975, 1!M0.:TAstaff sponsored evaluation com
mItt:e meetIngs to determine the campaign·seffectiveness.The 
co~~ttee,~composed,oflawyers, social workers, priests, pro'" 
bat~(:m O~fI?~rS, mothers, state legi~lators, and other pro
fe~s~onals ~n,the arey' of youth serv~ces,reviewed, the question
naIre resI?o~ses and/£ollcluded that the campaign had increased 
the conscIousness,;ofyouth iI,1vo~ved in gang wars to the deadly 
r~sul ts. of gang warfare. Th~s 1ncreased consciousness effec
tIvely led to a r~duction in gang related killings. 

t,;' (,\ 

The organ~zation attempts to dete'bnine, o~an onqoing basis, 
program effect~'yeness through,feedback from. former residents. 
TProu,gh more fo.rmal procedures, written. feedback on youths is 

-99-

'·'-"-~·'~--~--·-'--~----"""'--=·"~~',ir., 
'l) -

o 



provided by law enforcement, courts, and employing agencies. 
Feedback procedures have not been established with schools and 
youths' families. 

VII. Summary Statement 

The House of UMOJA was started during the height of gang 
violence in Carroll Park. Murders and assaults, among black 
youths were not uncommon in this economically dIsadvantaged area 
of west Philadelphia that has a population of about' 80% Black •. 

t~ile gang violence is not thought to be the current major 
impetus for cJ;,ime, crimes committed are no les's serious.. . Un
emploYment, welfare dependency, ina~e9uate.family liferema~n 
debilitating forces even though f~~ll.e~ ~ght be character~zed 
as being highly stable by indicators such as home ownership. and 
intactness. 

There has been no.compre~ensive evaluation of ~he p~~g:,am's 
effectiveness/impact on the lives of yout~s and,theIr~amIlIes. 
The whole .focus of the family centered o:~7ntatio~, wh~ch c~ar
acterizes the living environment of part~c~pants ~n the res~d
ential program, would tend to suggest that yopths w~ul~ d~velop 
more individual and rac~al pride and perhaps self-d~sc~pl~ne. 
This suggested outcome was partiall:r supported by an unsc±en~. 
tific survey conducted by UMOJA residents. 

The organization provides services that ar7 vital to ~e 
comrttunity's survival, e.g., emergency foods, cr~me prevent~onl 
security training, etc.. In addition, the House dlf UMOJA is 
represented on several co~unity councils. ) 

The services offered through the residentic;fi program and 
the method of implementation are certainly ap~r~\priate inte~-" 
vention strategies to effect the goal of provIding the partIcI
pants with a stable family environment and one. in which the 
mental, physical, and emotional li,ves have a chance to be pJ:'e ..... 
served. Youths between the ag~ of 15 and 18 are referred to the 

r;::< program by the courts. / 

The regimented daily routine would seem to yield sufficient 
controls on youth's behaviors and on th'e management of program 
operations. For youngsters, presumed to have grown up,inun
structured and undiciplined environments, such scheduling 
obviously has positive consequences~ 

The House of Ul'lOJA is' motivated: and has the potential to ' 
move on its goal to grow toward self-sufficiency and hopefully 
in the espoused direction of improving the lives of black male 
youths. 
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Humbolt Park Project/The Safer Foundation 
3518 W. Fullerton 
Chicago, Illinois 60647 
Director: Benito Garcia' 
Telephone: (312)342-2373 

I. Context of the Project 

OpganizationaZ AffiZiation 

The Humbolt Park Project maintains an affiliation with the 
~afe: Foundation, a respected Chicago-based philanthropic organ
~zat~on that sponsored the IDEA project -- Individualized Devel
opment for Educational Achievement -- from which the Humbolt 
Park Project evolved. 

The Sa~er Foundation,continues to ~rovide staff training, 
representat~on of the proJect to commun~ty organizations to 
bolster , the projec~l~ legitimacy ~n building linkages and 
aggress~ve f,und ra~s~ng efforts a~ed at achieving a self sus
taining status for the project. 

Oommunity PpofiZe 

The project serves Humbolt Park, an area of Chicago fre
quently referred to as "Wast Town" which includes Wicker Park 
L~g~n Squ~:e, Palmer Square and several other less well ~den-' 
t~f~ed ne~ghborhoods bourfded by Pulaski on the west Edens' 
Expressway on the east, Diversy on the north and Chicago Avenue 
on the south. 

" l\ccording to project personnel Jlstimates the t~tal 
lati~n of the a7'ea is between 150,000 and 200;000. From ~o~~~ial/ 
~thn~c perspect~ve, the' area's population is overwhelmingly Hispan
~c, roughly 80.0 percent, with the remainder evenly split between 
Blacks,and Whites, and predominantly youthful. Children. (under 
age l~': 15%) and adolescents age 11<18: 25%) are estimated to 
compr~se 40 percent of .the population. Among adults, those 
und7r ag7 35 account for approximately 35.0 percent of the popu
lat.~on ~~th older adults (age 35<65) and the elderly (age 65+) 
account~ng for 15.0 percent and 10.0 percent respectively. 

'l'h~ area is ~escribed a~ having,adequate school, church, 
~ecFeat7onal, med~cal, shopp~ng, socJ.;al agency, ana potential 
~nd~str1al employment resources within easy access of area 
r7sl.~ents. A coa~i tion of co.mmuni:ty agencies also exists 
tuth1n the cor:ununl.ty., 0rle perceived resource limitation is 
t~e ~ack of h~gh qu~l~ty vocational/technical construction 
~1th~n easy access of those in need. 

o 
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Youths in the community are commonly perceived by project 
personnel as holding strong beliefs in the acceptability of 
illegal/immoral activities and in hustling as an appropriate 
way of making a living. Further, youths are characterized 
as strongly oriented to beating the system, to gang membership 
as a means of assuming self esteem and/or survival, and as 
rejecting the notion that education is the means to a better 
life. 

Not surprisingly, the school dropout rate is thought to 
be high, although rates are estimated to vary by racial group
ings from 10.0 percent for Whites to 20.0 percent for Blacks 
and up to 70.0 percent for Hispanics. 

Although marriages among adolescents are infrequent, pre
mari tal se:' is very common -- somewhat lower among Whites 
as are pregnancies and out of wedlock births. 

The community is described generally as economically dis
advantaged and as suffering high unemployment. Approximately 25 
percent of the population is on welfare and perhaps up to 86 
percent of all family units have annual incomes of less than 
$10,000. The major means utilized to gain income are given as 
hustling, obtaining welfare benefits and/or engaging in unskilled 
(factory) employment. 

Generally, residents of the community are perceived to be 
in "dead end" situations from ~n income standpoint and their 
children are perceived as hav5ng little opportuni,ty to better 
the lives of their elders if they remain in the dbmmuni ty • 

1.1 .. 

The community can be generally characterized as being 
in a high state of instability. In terms of family structure, 
the community is characterized by a high rate of divorce, with 
about 50.0 percent of all families being one parent in composi
tion. Intact nuclear families and extended families are 
estimated to comprise 15.0 percent and 28.0 percent of all 
family units respectively, while about 10 percent of the popula
tion is individually housed, predominantly the ~lderly. 

The population is p1arceived to be highly transient with 
fewer th~n 10 percent of households engage.d in purchasing 
their residences. At counterpoint, the prevailing tendency 
among youths is.thou~ht to be one of remaining in the community 
rather than mov1ng out upon assuming adulthood. 

One positive note concerning community stability: Project 
staff estimate that between 50.0 and 75.0 percent of the owners 
of community businesses are residents of the community. 

-102-

i 
I 
I 

I 

c 

Natupe of the VioZent Cpime PpobZem 

In the judgment of project personnel, community residents 
perceive the problem of violent crime as critical and increasing 
in frequency. Community reside~ts are known to be responding 
by avoiding going out at night, increasing the security.of 
their homes and arming themselves. Perhaps the'most character
istic defense being adopted is that of remaining behind locked 
doors. For the elderly, who appear to be prime victims of . 
certain types of juvenile crime in the community, this- may 
be a very common tactic. 

Although precise statistics on crime and arrest rates 
were not available, project personnel believe that the crimes 
most frequently committed by male and female residents of 
the community, for adults and juveniles are as follows: 

Declining 
order of 
occurrence . + 

Male 

Adults 

'0 Armed robbery 
• Drug pushing 
• Violent 

assault 
• Incest 

Juveniles 

• Destruction 
of private 
property 

• Drug taking/ 
pushing 

• Violent.' 
assault 

• Burglary 
Gang sex 
and assault 

Female 

Adults 

,', Weapons 
, possession 

• Drug 
possession 

• Prostitution 
• Shoplifting 

Juveniles 

same 

• same 

• same 
same 

The most common victims of juvenile offenses, by the type 
of crime committed are given to be: 

Male 
Perpetrators 

\' 
~\ 

Female 
Perpetrators 

Type of ' 
Juvenile Crime 

Destruction of private 
property 

• Drugs 
Violent assault 
Burglary 
Gang sex/assault 

Weapons possession 
• Drug possession 

Prostitution 
• Shoplifting 
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Most Freqllent 
Victim/Target 

• Homes of the elderly 
Peers 

• Peers 
• Homes of the elderly 
• Juvenile females 

• N/A 
• N/A 

Young adults 
• Neighborhood stores 



Of further interest, project personnel contend that this 
pattern of violent crime is persistent, that is, much the same 
in its dimensions and emphases as it was at the time of project 
startup, that the greillt majority of all such crimes are committed 
within the community l~ather than beyond its boundaries, and that 
juvenile crimes commonly represent the outcomes of group ,?r gang 
activity. 

Causes of Juveni1,e Crimes 

The project's intervention strategies appear to operate on 
an assumption that the community lacks sufficient family and 
environmental structure to provide adequate guidance for youth. 
In that void, peer group influence takes on undue importance 
and is cast in a deviant direction through the mechanism of gang 
associations in response to the absence of positive adult role 
models. 

II. Description of the project 

The Humbolt Park project is an educational and skills build
ing project for offender youths in which participants receive the 
mininium wage for class attendance for a 25-hour week over a 10-
week period. 

The project' s focu§~and strategies are modeled afteir .the 
IDEA project -- Indiv~aualized Development for Educational 
Achievement. The project relocated from the downtown loop 
area in December, 1:980, in order to enhance its community
based program orieritation and to reduce the time and expense 
required of youths to participate in the program. 

The move hels resulted in both increased attendance, a 
larger overall number of youths served and a substantial alter
ation in the composition of youth served. Prior to the move, 
about 10.0 percent of participants were of Hispanic origin. 
Today that figure is approximately 90.0 percent. The project's 
efforts to enhance its community-based orientation are partly 
reflected in the fact that program participants were utilized 
to renovate its current program facilities. 

The Humbolt project staff i.s trained by Safer Foundation 
personnel and the program retains an affiliation with the 
large,r organization. The goals of the project are the same 
as those for the IDEA project; namely, 1) to upgrade basic 
r'eading and math skills; 2) to simulate. work e:xperience through 
the classroom exper~ence. The classroom experience is tailored 
to reinforce good hC),bits that would be serviceable in the world 
of ",fork, namely, punctuality, personal res'ponsibility for dress 
and appearance, and confor.mity to rules and authority. 
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The Humbolt project is the only one of its kind serving 
Hi'spanic o;=fender youths in the city of Chicago. 

III. Leg~timizing and Public Awareness Efforts 

The project's current director, Benito Garcia, has played 
a central role in shaping and implementing this project. Upon 
his release from prison, he found services lacking for Hispanic 
youths in the Humbolt Park area. Working with the Safer Founda
tion, he took their on-going IDEA project, then serving mostly 
black residents of the community, and redirected it towards the 
needs of Hispanics. 

Part of the plan in refocusing services toward the needs 
of Hispanic youths included a relocation of the project's 
facilities to the HumboltPark area from its prior location 
in the downtown loop. 

While this move no doubt enhanced the project's prospects 
for responsiveness to the needs of the community, the project 
was also able to capitalize upon the basic program concepts 
and the network of community linkages established by the 
IDEA project which had been in operation for 7 years. 

'l~he IDEA project had evolved over that period of time • 
from an emphas~s upon.GED preparation to one of job referrals 
to the current multi-service format adopted by the Humbolt 
P~rk project. Further, the project's current community link
~ges, particularly those with social service agencies and the 
courts ..;;.., from which the larges.t number of youth referl:als come 
are essentially the linkages established by the IDEA project 
that were subsequently transferred to the Humbelt Park project 
when it was created. 

II 

The. Safer Foundation is highly respE!clted in the community 
and Foundation per~onnel were commonly employed in linkage 
building and legitimizing apt:,ivities when community people 
and program leaders proved ,to be reluctant to deal. with or 
~therwise nonresponsive to the initiatives of the IDEA pro
Jec~ •. p~esum~bly, the Humbolt par~ project's continuing 
aff1l1at1on w1th the Safer Foundat10n affords it a continuing 
aura of respec-l::ability and legitimacy wi thin the area it 
serves. 

,) 

In short, the refocusing and relocation Qf the project 
appear to have res~lted from thevigQrous laadership of one 
individua~, bu~ the viability ~f the program and its credibility 
and relat10nsh1p to th~commun1ty seem to be due, in large mea
sure, to the accomplishments of its predecessor project and its 
aff1liation with the Safer Foundation. 
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IV. Intervention 

ppogpam Phitosophy and Goats 

The project draws heavily upon su~cultural dev~ance th~oxy 
of delinquent behavi.or and appears desl.gned to penetrate thl.s 
pattern of subcultural reinforcement of deviant values by 
upgrading academic skills and initiating personal habits that 

. conform to the requirements of the world of work. 

The project's primary goal is the prevention of further 
criminal behavior among offender youths. 

Tapget Poputation 

The project services youths between the ages of 14 and 21, 
most of whom, at present, are of Hispanic origin. All partic~
pants must be unemployed and out of school (dropouts). All 
participants are offenders, most are repeat offenders and some 
are considered to be at risk of becoming same. Currently, the 
project serv7s 30 youthS at a time. Both m~les ~nd females 
are served wl.th the current male:female ratl.O bel.ng 9 to 1. 

Ppogpam stpategies 

The primary program strategy -- a carryover from the 
predecessor IDEA project -- is to improve the basic academic 
skills and the personal habits of youth$ as they relate to • 
acceptability. within the world of work. These strategies are 
carried out through-a classroom program conducted 25-hours a 
week over a 10-week period during which participants are paid 
the minimum walge. .. 

Although this is the primary strategy, the project's 
strategies are probably more aptly described as multi-dimensional 
in that job referrals, crisis intervention, family counseling 
and/or health referrals are also brought to,bear depending upon 
the needs of each participant. 

The methods used in implementing these strategies are also 
worth noting. Project personnel indicate that the above ser
vices are brought to bear in a c9ncentrated fashion and are 
delivered quickly and authoritatively as a means of providing 
a structure for guidance that the environment has always lacked. 
Put another way, 'the method of implementation was described as 
direct, high level confrontation (T-group effect). 
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Importantly, project personnel do not view these youth~ 
as demonstrating any greater number of emotional, mental or 

'physical problems than youths in the general population. In 
short, strategies appear to be based upon assumptions that 
participants are capable of responding to intervention initi
atives and need strong guidance and structure to enable t~em to 
do so. 

Case Management and Tpaaking 

Youths enter the project's program primarily via referrals 
from parole/probation officers and other community service agents/ 
agencies .. 

Intake is performed by a counselor who assesses needs and 
eligibility. If the youth is eligible, the counselor randomly 
assigns the participant to a group unless a request is made for 
another type of assignment deriving from an established base 
of rapport between the participant and counselor. 

Placement counselors are responsi.ble for interagency 
referrals and follow through relative to obtaining needed 
-services not offered by ·the project. 

Case plans.are developed by a staff process that involves 
the counselor, the core team facilitator (CTF) and the program 
director. The counselor is then delegated responsibility as 

'the single person responsible for integrating the total service 
plan. 

Daily, weekly, and when appropriate, yearly assessments are 
conducted to review participant progress. Academic and social
ization progress are assessed ona pre-post program basis via 
tests conducted by an independent testing service. 

written evaluations of participant progress are obtained 
both during and following completion of the program from such 
sources as law enforcement, the courts,. employing agencies, 
social organizations and youths' families on a regular basis. 
A formal procedural arrangement is maintained with the schools 
in the community to moni.tor school reentry and educational 
advancemen-!:: • 

v. Organization 

staff Struature and Program Management 

Precise information on staff structure is not available.' A 
total of 20 staff at 3 sites has been indicated but this may re
present the total Safer Foundation level of effort in this and 
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similar projects. The Hurnbolt Park project, at its f~cility, 
appears to maintain a staff of 6 paid pers~n~el compr~se~ of 3 
counselors (variously called core team f~c~l~tators) ',l,Job 
developer, 1 secretary and the program d~re~t~r. Add~t~ona~ly, 
beginning July, 1981, volunteers will be ut~~~zed for a var~ety 
of unspecified tasks to' serve the average da~ly enrollment of 
30 youths. 

The project appears to be in a p~rt~al state ?f indepen
dence from Safer Foundation sponsorsh~p ~n that da~ly ma~agement 
activities are under the direct control o~ t~e,program ~~:e~tor. 
As-noted, day to day responsibility for par~~~~pant act~v~t~es 
is dele.gated to the program's core team f~c~l~ tato:s (counse
lors) ." Also as previously noted, the proJ~ct cont~nues to 
capitalize on the community network estab17shed by the pre
decessor IDEA project and upon the reputat~on and efforts of 
the Safer Foundation's Board of Managers for purposes of fund 
raising. 

"The Board of Managers continues to provide oversight, 
although the monitoring mechan~sm is limited to rev~ew <!if:'che 
project's fiscal plan. Commun~ty based level of advisors pro
vide direct community input. 

Funding 

Total funding for the cu.rrent fiscal year is not clear. 
Sources of funding are given as the McArthur Foundation (no , 
amount) the State Department of Corrections (continuing annual 
contract. for $i40,000·for contracted services), and a contract 
for $50,019.75, now expired, from, the State Depar~ent o~ , 
Commerce and Community Affairs (T~tle XX). There ~s no 1nd~
cation of the nature or amount of continuing financial input 
by the Safer Foundation, if any, n~r any indic~t~on of funding 
prospects arising from the Foundat~on's fund ra~s~ng efforts. 

Changes in the Proieat 

A considerable amount of change has pccurred in the pro
ject's program related to its geographic relocation to the commu
nity se,rved, its shift to se:Lvingprimarily Hispanic youths with 
a lower average academic level (from a previ,ous level of 8.5,to 
10.5 average years in school to a present level of 6.0) and ~ts 
assertion that the population served has further changed toward 
involving more fem,ales, younger adolescents, and youths in
volved inmo;re serious/violent crimes. Also there appears to 
be a more vigorous intervention style involving the swift 
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application of concentrated services in an authoritative 
manne:, although the basic structure of program services and 
staff~ng patterns seem to have been carried over pretty much 
intact from the predecessor IDEA project. 

In some respects, these changes can be viewed as evidence 
of the pro~ect'~ adapt~bility in meet~ng community needs. 
However, s~nce ~n the Judgment of' proJect personnel the struc
~ure of the communit¥ and its need~ have not changed materially 
~n recent years -- w~th the except~on of a perceived accelera
tion,in the overall rate of serious juvenile crime -- it is 
poss~ble to see theSE! changes in terms of conscious efforts 
on the part of projeqt leadership to shift efforts toward a dif
ferent target group of youths ... 

The p:oject also. s!b1e~s to. en~ance its relationship with 
the commun~ty by plac~ng ~n pr~or~ty upon recruiting staff . 
from among specified residents of the area served. 

VI. Service Evaluation 

Estimated Cost of. Serviae EZements 

Data a~e not av~ilable to allow ~he fixing of dollar estim
at7s,to ~roJect ser~~ce elem~nts. The list and pattern of 
ut~l~zat~on of serv~ce elements are given as fOllows: 

Service Element 

Basic academic skills 
Upward mobility refer-

rals (jobs) 
Crisis intervention 
Family counseling 
Health referrals 

Level of Utilization 
- High Med. Low 

x 

x 
x 

x 
x 

Delivery Modes 
Group One-to-One 

x 

x 
x 
x 
x 

Available figures indicative of the budgetary distribution of 
current funds are as follows: ' 

1,< , 

\\ 

. Salaries 
Fringe 
Travel 
Supplies 

88,116.95 
16,310.57 

N/A 
34,674.00 
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Equipment 
Part. act.* 

N/A 
50,019.75 

*Represents participant activities including minimum 
wages paid for classroom attendance. 

All services are provided by paid staff, although, as noted, 
the proJect will begin to utilize volunteers in unspecificed 
capacities beginning in July, 1981. 

Detepmining QuaZity of Sepviaes 

A formal independent evaluation of the project's predecessor, 
the IDEA project, indicated notable success in advancing basic 
academic skills (obtainingGED certific~te) and job placements 
for approximately one half of the group of primarily Black 
participants served by that project. 

Similar independently conducted pre/post assessments of 
basic academic skills progress, improved socialization and rates 
of job placement are being performed on participants in the 
relocated Humbolt Park project, but as yet no data have been 
made available on the results of these assessments. Until these 
results are forthcoming, it would be premature to assume that 
results with Black youths in a downtown location a~e represen
tative of re~iults to be expected by applying a similar approach 
in a differe1.1t location with a different group of youths. 

Further, although written reports during and following 
completion of the-program are gathered from a variety of ser
vices and logged in an identical record keeping system, there 
is no indication of how this information is aggregated for pur
poses of assessing the overall quality of serv,ices rendered .• 

VII. summar~,statement 
.', 

There seems to be little doubt that serious/violent youth 
crime is a problem of major concern to the communi~ybeing 
served by the Humbolt Park project. . 

;1 " 

The Project appGars to be responding to some meaningfu.l 
dimensions of the community's problem as is evidenced by its 
relocation to the community and its refocusirig upon the problems 
of Hispanic youths, the dominant racial/ethnic element in the 
communi ty • (> 

It is the only such project currently serving Hispanic 
youth offenders in the communitYih,ence it is clear that in 
the absence of this project a serious ,service gap would occur. 
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The project has essentially carried over a multiple service 
approach and staff structure successfully employed by its prede
cessor, project tDEA. This overall orientation appears to be 
based upon an assumptio'l that concentrated intervention with the 
individual directed to upgrading skills and altering socializa
tion patterns is necessary to separate youths from'deviant peer 
and gang influences. 

The project's central tie to the community appears to 
be a contractual tie to the courts to provide its services to 
youth offenders, conunonly repeat offenders, assigned to the' 
project by the courts. Given that this contractual tie 
appears to be the proj~ct's most important source of funds 
pro~ect services are()ostly directed to a rather narrowly , 
def~ned target group of youths determined by the courts. 

The project's service program and goals, essentially carry 
o'V/e~s ,.from the IDEA project, are clearly articulated and, com
pclr~ng to other programs of a similar nature superior in 
dfalineation. However, the management aspects related to staff 
structur.:;, "budgeting! financing and internal data processing , 
and serv~ces evaluat~on are sketchy at best. 

. The.p:oject's ~r~decessor, the IDEA project,_ employed a 
h~ghlys1m~lar serv~ce approach that proved, upon formal in
dependent evaluation, to have benefited the basic academic' 
skills, socialization patterns and employment prospects of at 
least one half.of all participants who were, by and large, 
black youths w~th records of repeated serious/violent offenses. 

Similar data are being collected for the approximately 30 
mostly Hispanic youths now in the program, however, no comparable 
results are as yet available. 
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Inner City Roundtable of Youth, Inc. (ICRYj 
325 Broadway - #401 
New York, New York 10007 
Executive Director: Nizam Fatah 
'Telephone: (212) 964-8122 

I. Context of the Project 

Deaaription of the Organization/Projeat 

The Inner City Roundtable of Youth (hereafter ICRY) was 
founded as a nonprofit organization in 1975 in New York City by 
Carl Shinn, an exfelon and former leader of a prominant Chicago 
street gang (the Blackstone Rangers) who served as the organi
zation's initi~lExecutive Director, and Stuart Beck, an attorney. 

ICRY began with and r~tains a singular program focus that 
aims to improve the life circumstances and chances of· youth 

. members or affiliates of street clubs/gangs primarily residing 
in designated poverty areas throughout the New York City~ar:ea. 

'Hence, a description of the ICRY organization is coterminous with 
a descriptipn of the ICRY project. 

ICRY is governed by two (2) Boards of Directors, one composed 
,of leaders of youth clubs/gangs located throughout the ~ew York 
City area that participate in the ICRY program (currently number
ing 70), and the other composed of a broad representation of 
prominant community leaders such as corporate executives, judges, 
and tbelike (currently ~umbering 12). Both Boards hold respon
sibil-ity for planning ICRY's program, and each Board holds veto 
power over the other's ·proposals. 0 

, . ' 

project programs are implemented ;from ICRY headquarters 
loca,i!;;:ed in Manhattan by a combined paid and volunteer staff 
headed by the Executive DirectoJ:'. 

The project's orientation is holistic, that is, it attempts 
to addre$s the problems confronting youths within the context 
of an understanding of the community environments in which they 
reside:. The major services and activities currently being pro-
vided areas follows: . 

l.", 1. Client and Family Counseling. 

2 • Positive Placement Analysis/Referral. Resou.rces 
incluqe educational, vocational, cultural, legal, 
mental healthanp. employment areas. 

() 
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3. Crime-Preventien Pre'ects. Activities include 3 senier 
citizens escert street patrel units, distribution ef 
preperty ID kits, security patrel services, public 
seminars en cemmunity anti-crime, etc. 

4. Vecatienal Training Werkshep (Graphic Arts). A NYS 
Divisien for Yeuth spensered preject addressed.te un
lawful graffiti/blight preduced by yeuthful offenders; 
redirects such activities to. censtructive and cemmer
cial areas, aids in preparatien ef portfelies and schoel 
placement, and prevides prefessienal art instructien. 

5. Cemmunicati.ens/Public Relatiens. ICRY is frequently 
featured en media vehicles. They preduce a quarterly 
magazette, previde lecturing and censultation services 
to scheels, and conduct seminars and cemmunity ferums. 
aecreatienal, cultural and neighberheed events which 
are epen to. the general cemmunity are spensered. 

. 6. Crisis Interventien ombuds-Service. Unit maintains 
in-effice and field services--directed to. the lessening 
ef tensiens between yeuths-yeuths and diverse cemmunity 
areas, etc. " 

7. Legal Service Liaisen. Assists the Natienal Conference 
ef Black Lawyers in their yeuth advecacy and litigatien 
reles ef youths under 16 years ef age, adjudicated as 
adult felens. Unit also. acts as diversien cempenent 
fer client yeuths of all ages. 

The large netwerks ef centacts represented by members of 
beth Beards ef Directers are heavily relied upen by the project 
fer purpeses ef identifying youth participants and garnering 
pertinent service reseurces. 

ProfiZe of the Target youth PopuZation: Demographic8 

This preject is designed to. serve a specific segment ef 
the at risk yeuth pepulation residing in varieus neighberheods 
threugheut the city rather than the yeu'ch of a ~.ingle geographic 
area within the city. Hence, the prefile that fe~lows describes 
the preject's target pepulati,en rather than a target cemmunity. 

City pelice efficials estimate that perhaps as many as 
60,000 yeuths are currently asseciated with street gangs/clubs. 
Of that number, the ICRY claims the capacity to. directly reach 
abeut 12,000 through its existing netwo.rk centacts and communica
tion methods •. Data compiled frem its record keeping system fer 

!.' 
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1979 indicate that ever 500 yeuths were previded direct services 
during ~at year. The breakdown ef rates of services rendered 
includeljl 633 ceunseling sessiens, 347 yeuths referred to. publici 

. private 'reseurces, 71 vecatienal placements, 36 educatienal place
ments, 69 empleyment placements, 73 in-facility training ~eles 
and 16 OJT placements at ICRY. Altheugh similar breakdowns are 
net yet available fer 1980-81, the estimate is that the preject 
is new serving abeut'1,200 yeuths annually. 

r Ameng the visible t:ends is a decl~ne teward an average 
age ef 17 ameng these be1ng served, an 1ncrease in females and 
an increase in serieus/vielent effen~ers. In the latter regard, 
abeut 65.0%. ef all yeuths served are invelved in the criminal 
justice system in ene manner er anether. 

Appre:cimately 80.0% ef yeuths served by the preject are affil
iated with street subculture er metercycle clubs/gangs, the re~ 
maining 20.0% being unaffiliated. Mest youths served are regarded 
by preject persennel to. be pregram-resistant l anti-social and 
crime prene. . 

Frem an age standpeint abeut 15.0% ef these served are under 
.age 11., 60.0% are between ages. 11<18, and 25.0% are yeung adults 
between the ages ef 18<35. Mest yeuths are either. ~·lack (43 .. 0%) 
o~ Hispanic (51.0%) with the prepertien ef Blacks currently en 
the decline and the number ef Hispanics being served on. the rise. 

. Abeut 8580% ef these yeuths are estimated to. receive seme 
form of assistance frem secial agencies. Mest have no. obvious 
means of steady suppert; 'at anyone time abeut 15.0% are employed 
usually as unskilled laborers and perhaps 10.0% earn their living 
through hustling and criminal behavior. 

Preject personnel estimate that schoel dropout rate is 75.0% 
for this target pepulatien ~ith the rate being even higher for 
Hispanics. The perception is that these yeuths are on a downward 
leadi~g socie-econemic pathway that ;s leaving them werse off than 
their parents were. Most of these youths ceme from unstable home 
situations, although project personnel believe that Hispanics as 
a group exert comparatively greater .efforts to keep their families 
~ogether. Among Black you~s, ~O.O% come from single parent homes, 
a~d, for the target populat1on 1n general an estimated 40.0% are 
I1ving out of their parent's homes. 

Marriages among adolescents are believed to occur onl~Y·· infre
quently; ,however, premarital sexual activity is estimated to in
volv~ 100.0,.% of th~s target population and approximatel~ 65.0% of 
all births are est1mated to be out of wedlock. 
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, Pro~e~t pe:sonnel bel~e~e that these youths commonly per
cel.ve,crl.ml.nal/l.117gal actl.vl.ty as being acceptable or expected 
behavl.or ~n~ hustll.ng to be an appropriate way to make .a living-. 
Not surprl.sl.ngly, these,yo';1ths ar7 also perceived to believe 
that gang/~lub membershl.p l.S crucl.al to their self esteem/survi
v~~. Beatl.ng the system and/or the system owes me something is a 
Vl.ew co~onlY,shar7d by these youths as well, though it is believed 
~at ~l.S notl.on fl.nds stronger expression among Blacks tha 
H.l.spanl.cs. n 

At least 85.0% of these youths live on annual incomes f 
under $10,00~, and pra~tically none of them is in a positiO~ to 
pu:chase thel.r own res~dences. Illegal activity and hustling 
aSl.de, ~he most ~ommon sources of income are welfare benefits 
~nd v~rl.ous unskl.lled labor employment. A few youths are involved 
l.h.skl.lled trades and/or run their own business mostly' 1" 
motorcycle parts and repair. '. l.nvo vl.ng 

Nature of the Violent Crime Problem 

The prevailing distribution of serious/violent juv:enile crimes 
by declin~ng rate of occurrence, according to project personnel, ' 
is as follows: 

Declining order 
of occurrence 

burglary 
• robbery 
• possession of illegal 

weapons 
• grand larceny 

assault 
• homicide 

grand larceny 
petty larceny 

• marijuana sale 
rObbery 

, . The common types of victims of these crimes were not iden
tl.fl.7d beyo~d ~e ob~ervation that all such crimes are typically 
cC?mml.t~ed wl.~l.n r~cl.al/ethnic groups such as Black on Black., . 
Hl.spanl.c on Hl.spanl.c, etc. 

Project personnel believe these patterns of juvenile crime 
to be the same as those that existed at the time of project 
star~up and that most criminal acts of all types are committed 
outsl.de the area of the perpetrator's own community' of resl.'d . ence. 

, .. ' Project personne~ 7s~imate the ratio ,of gang/club to indi
vl.dually perpetrated crl.ml.nal acts to be about 50-50. 
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Cause of Juvenile Crime 

Although ICRY's intervention strategies are premised upon 
~ variety of assumptions, an obvious and major assumption is 
that much juvenile crime derives from the absence of alternative 
means in the community by which youths can achieve self esteem; 
a sense of accomplis~unent and financial rewards. In the ab~ence 
of such options, a deviant life style remains as the only com
monly available means to achieve such personal goalse Club/gang 
membership is one of the chief mechanisms for pursuing thes.e 
goals and, thus, a major conduit through which deviant behavior 
flows. 

The idea that street club/gang i~f(tUences upon youths 'be
havior can be exerted to effect conventional as well as deviant 
outcomes is central to the intervention strategy of this ,~roject~ 

II. Legitimizing and Public Awareness Efforts 

The ICRY concept rests heavily on the premise that network
ingis central to achieving the kind of results the project seeks 
to effect. It is not surprising, therefore, that the project has 
aggressively pursued the development of effective networks sup
portive of :the project and useful to the delivery of its servi.ces 
f~om the very beginning. 

The concept of networking was integral to the formation of 
its two (2) Boards of Directors which have proven themselves 
capable of reaching youth participants on the one hand and influ
ential community supporters on the other. 

Additionally, the project effectively pursues the objective 
of px:oject visibility in a similar dual focused fashion. It has 
achieved high recognition in the local media with stories about 
th~ project appearing in every major local print media source in 
the last two (2) years, and it publishes a quarterly journal, 
Youth at Larve: Th~ Magazette of Our Ghetto Youths and Young 
Adults, utill.zing youth talent throughout the publication which 
is widely circulated to the City's youth, particularly in desig
nated poverty areas .• , 

A variety of measures including growth in the number of 
youths served, number of street plubs/gangs represented on the 
Board of "Directors, number of community organization linkages 
and formal agreements, number and variety of sources of financial 
backing, number of new programs launched, growth in comm.uh~~y 
visibili ty and acceptance, and perhaps others, can be cited::Xn 

/ 
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support of the conclusion that the ICRY's approach to networking 
has yielded outstanding results in a short period of time. 

Many of the project's.programs, such as the senior citizen 
escort/street patrols, simultaneously serve the goals of commu
nity networking, project legitimization in the community, and 
t~e establishment of acceptable, conventional behavior among 
youths. 

IXI. ~ntervention 

P~og~am Phitosophy and Goats 

~he project sees youths as victims more so than as problems. 
Generally speaking, the youths of concern to the project com~' 
from deprived community and f.amily environments and they are fur
ther subjected to the broader negative influences of institutional 
racism and society's propensity to avoid dealing with the needs 
of youths and young adults. As such, they have few available 
options for improving themselve~ and are left to their own devices 
in filling up enormous amounts of free time on the streets. In 
essence, the project perceives the problems of youths lying more 
in community structural features than in individual personality 
limitations or abnormalities and intervention approache51 are shaped 
accordingly. 

The primary goals of the project are to move youths toward 
a state· of personal independence and economic self sufficiency 
and in doing so to. reintegrate them into conventional society. 

P~og~am strategies 

The primary strategy is to get youths involved in construc
tive activities that limit their free time on the street, time 
commonly spent in anti-social activities. Other strategies 
emphasized include marketing the existing skills of .youths, 
strengthening youths ties with the communities within which they 
reside and stressing the establishment of inta~ club/gang rela
tionships to accomplish common goals and objectives. 

A key element of the program is that of findi~g out~hat 
skills youths have learned in the streets and using them in xhe 
development of ICRY goals and program objectives. 

A notable illustration of this strategy is the current empha
sis upon finding employment for youths in the motorcycle industry 
and soliciting financial and job placement backing from motorcycle 
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manufacturers and retaile~s. ~his app~oach grew out of the pro
ject's recognition that a large number of participati~g clubs/ 
gangs are motorcycle clubs (estimated: 37 participating MC clubs) 
and ,that, as a consequence, numerous members possessed qonsiqer
able knowledge and skills relative to motorcycle repair and 
maintenance. The present appr~ach seeks to e~ploit this body of 
knowledge and skills by marketi~g it to thos~ in conventional 
society who need them, and, in the process to obtain their back
i~g for this and other projects. 

Case Management and T~aoking 

The project receives referrals from a variety cif community 
organizations and law enforcement sources in addition to the 
larger share that arises from the extensive network of partici
pating street clubs/gangs. 

A'I: point of referral a basic fact sheet is filled out and 
maintained in each participants case file. Such information as 
address, criminal arrests, hobbies, skills, etc. is taken. Posi
tive placement records and attitudinal feedback from youths are 
also kept in the file which is treated as confidential and kept 
under lock and key. As a general rule, the files are op'ened only 
to qualified staff and the youths. Termination occurs when the 
individual leaves the program principally as a resul"l: of a posi-

. tive placement (e.g.: training ,school, job, etc.). 
?,~ 

, Youth participants are assigned(~o staff on the basis of 
individualized assessments and match'-ups and overall monitoring' 
of the process falls to the appropriate administrative staff" 
person depending upon the program a youth enters. 

\\ xv. Organization ~ 
~, 

Staff st~u.otu.r:,e an'd. P~og~am Management 

The core staff structure is composed of 6 full-ttme person
nel including the Executive Director, the Direqtor of Operations, 
the Coordinator of Youth Services, the Coordinator of Counselingl 
Referrals, the Coordinator of Special Services, and an Adminis
trative Assistant. Additionally, 6 part-time staff (4 counselors., 
2 consultants).' and 20 volunteers are utilized .• 

As previously noted, planning and policy development are 
the joint province of the 2 Boards of Directors, which also re
tain authority for reviewing the performance of· the Executive 
Director ,and for approving hiring/firing. Day-to-day management 
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is the responsibility of the Executive Director who further dele
gates ·direct implementation responsibility to the Di:t.'ector of 
Operations. All parti~s.participate a~t~v~ly in the planning/ 
implementation of spec~f~c program act~v~t~es. 

Punding 

At present the project's annual budget is $170,000, which 
derives from several grant sources, including LEAA and a summer, 
1981, grant from the NYC Youth Board, in addition to support 
from private sources. The breakout of total amounts by individual 
sources is not available. Funding from public sources vi~grants 
is clearly unstable at this time, and perhaps partly for that rea
son considerable effort appears to be underway to increase private 
sources of funding, for example, the effort previously mentioned 
to market a program concerning club members' motorcycle skills 
and knowledge. 

Changes in the Project 

Although this project in a general sense has retained its 
initial program focus and headquarters location, it can be ac
curately described as being highly adaptive and innovative rela
tive to responding to the identification of new needs and/or the 
changing needs of the youths being served. In addition, the pro
ject seems to have a high capacity for coping with program growth 
both in terms of numbers of participants and numbers of programs, 
and a considerable ability to marshall the staff, financial and 
network resources needed to mount new and/or larger efforts. 

Its m~nagement structure related to authority, division of 
labor and information processing appears organized enough to lend 
coherence but flexible enought to adapt to change, while its 
structure·of Boards and their ties to extensive networks allows 
the project to remain in touch with the nature of youths needs 
as well as the views of the conventional side of the city's socio
economic and cultural life. This in addition to its established 
record suggests outstanding project potential for future adapt
ability •. 

V. Service Evaluation 

Estimated Cost of Se~vice EZements 

Available information is inadequate to a breakout of costs 
for separable service eleme.nts. The distribution of pr~gram 
activity by s'rrvice elements is described as follows: 

) 
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Level of How Delivery 
Utilization Staffed Mode 

High Med. Low Pd. Vol. Group One to One 

Counseling x x x x 
• Escort 

Services x x x x 
• Crisis In-

terVention x x x x x 
• Voc. Training x x x 
• Youth Round-

table x x x 

The allocation of the current $170,000 annual budget by 
line item categories is given as: 

Salaries 
Fringes 
Supplies 
Staff Travel 
Participant Activ-

ities· 
Other 

$42,500 
8,500 
8,500 
6,800 

85,000 
18,700 

Determining the QuaZity of Services 

As far as can be told, no formal independent evaluation of 
the ICRY project has yet been undertaken. In one limited sense, 
the project has been "evaluated" through wide local print media 
coverage that commonly portrays the project in highly favorable 
terms which also variously remarking upon the mixed, reserved 
and/or skeptical views of some elements of the local law enforce
ment establishment. The project has established communication 
with and obtained participation from a .broad cross section of 
what it refers to as program resistant youths. From this stand
point it does seem fair to conclude that the project has accom
plished something only rarely tried and even less frequently 
a?hieved by the human services establishments of large metropo
l~tan areas. Beyond this observation, the quality and effective
ness of the services provided are yet to be fully determined. 

No internal/external evaluation systems, as such, appear to 
be up and operating in this project. The project does give indi
cations of a capability to mount internal evaluation efforts by 
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adapting existing record keeping systems for use in eval'uation 
efforts. There is no indication in av.ailable information, how
ever, of project thinking on planning in this direction. 

VI. Summary S ta temen t 

There is little doubt that serious/violent youth crime is a 
problem of citywide concern in New York City, particularly among 
youths residing in designated poverty areas who are affiliated 
with street clubs/gangs. It is this target population to which 
the ICRY primarily addresses itself (80.0% of current partici
pants are members of street clubs/gangs). The project has shown 
considerable sensitivity over its 6 years of existence to the 
nature of the probl~ms of these youths and substantial capacity 
to adapt and respond to specific features of these problems as 
they become apparent. 

ICRY has invested considerable efforts to develop a dual 
Boards of Directors structure tha.t serves to keep it in touch 
with youths' needs as well as community viewpoints. It has also 
established high program visibility through the media, and con
sequently growing credibility and support among such establish
ment so~rces as churches, social agencies, schools, private 
employers, an~perhaps even law enforcement. 

Internally, the project appears to be well organized in 
terms of the distribution of authority, division of labor and 
case management/record keeping functions. Its heavy reliance 
upon youth group involvement, selective utilization of youths 
as both paid and volunteer help, and its capacity to deliver 
individualized counseling, placement and referral services for 
a growing number of youth participants (up from 750 in 1979 to 
1,200 in 1980), reflects a highly versatile as well as a compre-
hensive service approach. 0 

Although available data do not permit comment on project 
outcomes from the perspective of success rates with individual 
youth participants, the project's record of accomplishment in 
what it has initiated, implemented, promoted and maintained 
over its 6 year history can be determined and assessed. 

In this regard, it seems fair to conclude that ICRY is clear
ly directed toward marshalling a wide variety of community re
sources to effect changes in the opportunity structure in the 
community to afford youths other options than the deviant life 
style that too often eventuates from membership in street clubs/ 
gangs. ICRY addresses itself to the clubs/gangs themselves as 

-122-

" 1 
j 

entities within residential communities and tri 
relationship between the clubl an d es to alter the 
one that is more mutually accegtagl:nan~ocal residents toward 
pro~ches ar~ augmented by a variety of i ~7n~~ic~al. These ap
des7gl,1ed to o~fer specific youths opport:n1~i uaiized services 
mob111ty and conventional behavior outsid thes or upward 
club/gang. e e context of the 

Prom the general perspective of c i 
the prevention of serious/violent YOU~mmu~ty approaches to 
siderable promise. It concentrates it c~f e, ICRY holds con
comm~n~ty fa,c~~ors {e,.g., community att~t:d o)t~h upon modifying 
spec1f1c tar~et population of youths (lub/es at place a 
poverty areas) at high risk of ado ti c ,gang members in , 
terns, a~d utilizes youths and theIr ni ~r1m~nal b7havior pat-
program and wi thin the communi t C u s, oth W1 thin the 
~luentia; community leaders to !f~~~~e~~~ in combine with'in-
Ject mer1ts further attention from th nge. In sum, this pro-
menti~g community approaches to th . ose concerned with imple
juvenile crime'in major metroPolite prevention of serious/violent 
clubs/gangs. an areas contalning youth 
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Reach Out, Inc. 
Big Buddy/Lil Buddy Program 
628 Boulevard, NE, *4, 
Atlanta, Georgia 30308 
Director: Clay Norm,and 
Telephone: (404) 875-3592 

1. Context of the Project 

OpganizationaZ AffiZiation 

:\Reiach Out, Inc., the organization which sponsors the Big 
Buddy/Lil Buddy Program, is an extension of a dream realized 13 
years ago by Clay Normand who presently serves as Executive 
Director. He, along with eight oth~r concerned citizens, decided 
to take direct action to combat problems facing youths in 
Columbia, South Carolina. The result of "those efforts was 
Brothers and Sisters. 

Reach Out, Inc. was char,tered in Atlanta, Georgia in March 
of 1979 and is based· on the same concept as the Brothers ahd 
Sisters Program. Since its inception, the organization has 
generated an impressive amount of support, mo,~t :notable of 
which are endorsements from George Busbee, Governor of Georgia, 
Zell Miller, Lt. Governor of Georgia, Andrew Young, former U.N. 
$UIlbassador. ' 

Community PpofiZe 
" Summer Hill,with a PQPulation of approximately 250 people, 

,,' was the original target area. The program has expanded its service 
offerings to include the Capitol Homes area, whichhas .. app~ox-:: 
imately 2,000 people. Both communities are fairly isolated around 
the Atlanta Stadium and are not far "from the downtown district of 
Atlanta. 0 

Youngsters under the ag~ of 18 account for"approximately 
35% of the areatspopulation. project Personnel indicated that 
the population is younger in Capitol Home,s. The area t s popula
tion,is pl."edominantlyBlack (98%). It is estimated that 90t of 
the residents are recipients of welfare. 

"~ , 

In terms of resources available within the community and/or 
in easy access for residents, educational, health/medical, 
religious, and recreational facilitie$, and food stores appear to 
be in ample supply. However, the com;rnunityis said to be vir
t.ually devoid of access to depa:rtm~ntstores and factories or 
other potential employment. sources •• 
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Youths in the target communities are perceived to view 
involvement in illegal/immoral activities for financial goals 
as acceptable and/or expected behavior and to consider hustling 
to be an appropriate way of making a living even as an adult. 
And while crimes committed by the youths are believed to have 
even odds at being a group action, youths are believed to hold 
high regard for group involvement. 

Project personnel indicate that the youths in the target 
communities believe in attempting to beat the system or in the 
notion that the system owes them something. Youths are not 
generally seen as valuing education as a means to a better 
life. 

Behaviorally, youths are said to perform consistent with 
their values and cultural norms. Rates of adolescent marriages 
are thought to be low, while pre-marital sexual activity is 
believed to be at a high level and adolescent out-of~wedlock 
births are common occurrences. 

Although no specific figures were provided, the high school 
dropout rate is thought to be relatively high. The dropout rate 
is·believed to be high for Blacks and the Hispanics in the .area 
and low among Whites. 

Both areas appear economically depressed with an estimated 
90% of the population earning less than $10,000 a year. The 
remaining -population earns a maximum of $20,000 annually and a 
great portion of these incomes are thought to be through illegal 
means. 

Less than 10.0% of the area's residents are thought to own 
or to be buying their own homes, and none of the business 
owners live within the community. 

.In terms of family movement, i.e., moving in/out of the 
community as well as from dwelling to dwelling and cross-genera
tional inhabitancy, the area can be considered a stable one. 
However, in terms of family structure the community loses its 
sense of stability. Divorce rates are believed to be high. 
The intact nuclear family is virtually non-existent. An 
estimated 4.0% of the families are so classified, while a high 
of 65.0% are said to represent one-parent households. 

Nature of the VioZent Cpime ProbZem 

In terms of violent crimes, there doesn't seem to be much 
of a problem with assault. Rep,ortedlyv they constitute the 
fourth most frequently committed type of crime. 
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In order of frequency, the major types of crimes committed 
by juvenile and adult males are drug sale, breaking and entering, 
prostitution, assault and robbery. 

Females appear predisposed to the same types of' crimes. 
Female crimes in order of frequency are drug sales, prostitution, 
breaking and entering and shoplifting. 

Businesses, churches, elderly and youth themselves appear to 
be the most frequent target/victim of these crimes.,. 

With the well publicized murders of Black youths, the area's 
crime problem is getting more attention than(usual. However, it 
is the belie; 0; project personnel that the situation compounds 
the already existing problems of the youths and their families. 

Causes of JuveniZe Crime 

It is felt that the major cause underlying the jllvenile crime 
problem is poor self-concept among youths which results from the 
community socializing institutions' latent and expressed message 
"you're not o.k.". jl 

II. Description of the Project 

The Big Buddy/Lil Buddy program is a unique prevention 
effort designed specifically to provide disadvantaged 'youths 
from Summer Hill and Capitol Homes with constructive alternatives 
to idleness and delinquent behaviors. A network of trained adult 
volunteers, recruited through the organization's efforts, serve 
either in a one-to-one relationship with the youths or as 
coordinators of program activities. 

The service component of this program is carried out 
primarily by volunteers all of whom receive training prior to 
taking on a Lil Buddy (the youth). The volunteer (Big Buddy) 
is involved with the entire life of the youth to which he or 
she is assigned. They are attentive to the physical, cultural, 
recreational and educational .rieeds of the youth. 

III. Legitimizing and Public Awareness Efforts 

Both communities serviced by the program have been under 
emotional stress due to the Atlanta murders of young Black youths. 
The program, however, wa~ begun prior to the local and national 
a,ttention accorded? to these murders. 
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To document the need for such 
circulated to community residents. 
they were indeed alarmed about the 
hood, particularly juvenile crime. 

a prog:ram, a questionnaire was 
The results indicated that 

crime problem in their neighbor-

Subsequent activities included obtaining legal advice and 
commitments from potential .Board of Director members. 

Prior to operation, extensive networking was conducted with 
parents to obtain their permission to allow their children to 
participate in the program. 

Essential to operation of the program was the establishment 
of a network of volunteers (approximately 65) from throughout the 
metro area. '::,-r-==. 

The program has established and maintains relationships with 
schools, law enforcement, the courts, and employing agencies. 
Many members from these organizations serve as v01unteers in the· 
program. 

An impressive amoqnt of support for the program has been 
generat~d through the paren~ organization,.Reach Out, Inc. 
Endorsements have been recel.ved from Georgl.a's Governor George 
Busbee, Lt. Governor Zell Miller, former U.N. Ambassador Andrew 
Young, and several city officials. 

IV. Intervention 

Program Phi'losophy and Goa'ls 

The program operates on the b~lief that if youths are pro
vided constructive alternatives to "idleness, they are less prone 
to engage in delinquent activities. 

Target Popu'lation 

While older and younger you~hs are not exclUded 1from program 
activities, the target population is non-offender you;ths between 
the ages of 7 and 14. The overwhelming m~jority of Jc~e youths 
served are Black. About 1.0% are school dropouts and'only 2.0% 
have had some contact with the criminal justice system. 

" 
Roughly half of the youths served are females ,'and this has 

been pretty much the case over the life of the progra~. In terms 
of some other features, the youth population has changed over the 
years. They tend to be younger, involved. in more violent/serious .' 
crimes, and to have more personal a~tl f,amily problems. 
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Program strategies 

The goal of the program is to ~se t:ain:d volunteers as 
"Big Buddies," to establi~h~a re1a~l.onshl.p ,,!l.th the youth which 
creates and fosters a posl.tl.ve socl.al experl.ence. Through this 
sharing experience, a "Big Buddy" demonstrates genuine concern 
for the youth's welfare while at the same time serves as a role 
model for the youth. 

V. Organization 

staff Structure and Program Management 

At the present time the program.has no paid staff. Through 
the use of volunteer staff the program has been kept operational. 
The volunteer staff consists of an Executive Director, OIC volun
teer Administrative Assistants (2) and Students (10). . , 

The Executive Director is the only full time volunteer and 
as such, holda responsibility for the day to day opera,tion of 
the progr;;un. 

Funding 

The program receives small donations from community groups/ 
organizations from time.to time. However, there is no base of 
on-going funding. 

VI. Evaluation 

No independent evaluation has been conducted on this program. 
However, feedback from youths served, their parents and important 
sectors of the community reflect a feeling that the program is 
providing a valuable service to the community. 

Determining the Qua'lity of Services 

To insure that operations are proceeding as planned, time 
charts which layout specific products, activities and time tables 
are used. Further, volunteers submit weekly, monthly, quarterly 
and annual reports all of which are examined routinely to deter
mine if project goals are being met. 

Training of volunteers is said to be an on-going program 
activity. 
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VII. summary Statement 

Atlanta, Georgia, in general, and the project's target commu
nities--summer Hill and capitol Homes--in particular, have been 
plagued by the fears and uncertainties accompanying the unsolved 
murders of young Black children for the past two years. Besides 
the unsolved murders, which obviously compound the problems of 
all the city's residents, the target areas are characterized as 
being economically depressed and in the center of high crime. 

While the project was started prior to the onset of the 
string of child murders, it was said to have been started in 
response to the community's (initially Summer Hill) crime prob
lem and the perceived need to provide services to its children 
that would prevent their turning to crime. 

The assignment of Big Buddy volunteers to Li1 Buddies, the 
child pre-delinquent target group, appears to be an appropriate 
intervention service when operating within the causative framework 
of poor self-concept resulting from systems' response. 

Through the Big Buddy program, youths are introduced to 
positive role models and to educational and recreational ~ctiv
ities designed to provide awareness of constructive alternatives 
to those found in their own environment. 

" While Reach Out, Inc., the parent organization, has received 
expressions of support from key state and city officials, it has 
not been able to acquire a firm funding basis for the Big Buddy 
or other program components. The service components are operated 
on ver.y limited donated funds and by a staff structure representing 
only one full-time staff person and no paid ,positions. 
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Real Alternatives Program, Inc. (RAP) 
2901-23rd street 
San Francisco, California 94110 
Executive Director: Roberto Hernandez 
Telephone: (415)826-6474 

I. context of the Project 

Opganizationat Affitiation 

~P ~s a comprehensive rilu1ti~ethnic private, non-profit 
orga~~zat~on tha~ sponsors programs and activities designed to 
prov~de a1ternat~~es to the youth correctional process. The 
progrc:m' located Ul the Lantino Mission District of San 
Franc~sco, has been in existence and incorpora'ted ~or tw 1 . 
years. - e ve 

Community P~ofite 

. The Mission District has been the only target area for th 
pr~Jectls services since it was started. The District is e 
ne~ghb~r7d·to the east and south by economically disadvanta ed 
commun~t~es. Portre1 H~ll to the east is described as being 
a~most tota11¥ B1a~k wh~le Bernard Heights to the south hdsga 
m~xed.B1ack/H~sI?an~c I?opu1ation.To the west is Nee Vall 
descr ~bed as Wh~ te I m~dd1e ()c1ass, gay. ey, 

of .The Distric~ is.sai~ to have one of the largest population 
youngp7op1e ~n the c~ty. According to age data provided 

by the proJect, 49% of the residents are under the age of 24. 

The Hispanic population is estimated to be around 
About 20% are Whites, 15% Blacks, and 5% Asians. 60%. 

d No estimat;s"were given regarding the population of resi-
.ents ~hO were .emp1oyed" as hustlers and/or engaged in i11ega1/ 
~mmora enterpr~s7s: Over half of the residents are believed 
to be welfare rec~p~ents. Only 35% of the population was estim
at7d to be emp1oyed--20% as laborers, 10% blue collar and 5% 
wh~te collar. ' 

Th7 communit¥ can be described as self-contained from the 
~tandpo~nt of.a~a~lable resources. Major resources vital to 
~ndepe~den~ l~v~n~, e.g., schools, food and department stores 
pot7n~~al ~ndus~r~a~ employment sources, health care faciliti~s 
rel~g~ous organ~zat~ons, and.recreational facilities f . , 
people are located with~n the community. or young 
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Youths in the community are believed to view education as 
the means to a better life. However, the high school dropout 
rate of an indicated 45% must not reflect stmilar positive atti
tudes among all the racial groups and/or some groups are more 
likely than others to encounter barriers to operate on those 
positive beliefs, i.e., remain in school. Hispanic youths are 
said to have the highest dJ:,opout rates, while the rate is average 
among Blacks and low among Whites and Asians. More importantly, 
the" District is said to have the lowest educational level in the 
city. 

Project personnel did not believe that youths in the commu
nity consider as acceptable or expected behavior the involve
ment in illegal and/or immoral activities for financial goals. 
On youths' beliefs regarding hustling as a way of making a 
living, as well as youths' orientation to gang membership as 
a means to self-esteem and/or survival, project personnel was 
less certain. However, there appeared to be little room for 
doubt regarding how youths felt about the "system." They are 
generally seen as holding the notion that the "system" owes 
them something. 

Premarital sexual activity among adolescents is. considered 
at a high level with no difference believed to exist between the 
racial groups. On the other hand, adolescent out-of-wedlock 
births which are considered about average in relation to any 
other community, are thought to be more prevalent among adoles
cent Black girls. 

An estimated four-fifths of the families have incomes of 
less than $10,000. This low income level is understandable when 
we reflect back on the high percent of welfare recipients and 
the low percent of employed said to liv.e in the community, and 
we consider the fact that common labor is the major occupation 
of the employed. Additionally, project personnel indicated that 
the District has the second highest unemployment rate in the 
city. 

Home ownership among the residents is believed to be some 
where between 25-50%. A stmilar percent of the business owners 
are said to live in the community. 

'l'he community is generally described as being somewhat 
transient. The extended family appears to compensate for the 
instability experienced by the nuclear family. The divorce 
rate is thought to be high for all of the racial groups with the 
result being an extremely low percent of the families (estim
ated at 5%) representing intact nuclear families. Fifty per
cent of the families are believed to be extended families. 
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Emancipated youths do not tend to move out of the commu
nity. Many are probably absorbed into the extended family situa
tion. More importantly, the White and Hispanic youths are be-, 
lieved to fare no better in life than did their parents. Blacks 
are thought to be worse off while Asians do much better. 

Nature of the VioZent Crime ProbZem 

From the information provided, there is no way of determining 
the level of the juvenile crtme problem prior to the beginning of 
the project twelve years ago. However, project personnel contend 
that the project was started in response to the problem. Community 
residents are said to have lived in fear but undertook no efforts 
to develop a defense. 

The incidence of juvenile crimes is believed to be rising 
and becoming more serious and violent. The types of crimes 
that are believed to be the most frequently committed by male 
juveniles and adult males are robbery, assault, and burglary. 
In some of these crimes youths have begun to use deadly wea
pons. Female juveniles are said to be more involved in shop
lifting, vandalism, and assaults. 

In this community, described as a high crime area, youths 
obviously add to the crime scene. They are believed to commit 
most of their crimes on their own home grounds. 

Causes of ,}uveniZe Crimes 

Project personnel believe that the causes of juvenile crimes 
are many but related. Among the causes named are youths' frustra
tion, anger, pressures of survival, and police brutality. The 
systems designed to help youths (courts, police, schools) are 
viewed as part of the problem through insensitivity to youths' 
needs, unresponsiveness, and j.nappropriate/unacceptable treat
ment. 

II. Description of the Project 

The Real Alternatives Program, Inc G is a grass roots commu
nity based organization that .has as its principle and ultimate 
purpose the creation of a more supportive and healthy community 
environment by encouraging community members to assume full con
trol and responsibility for all factors which directly affect 
them. . 

Most of the activities and programs are designed to provide 
alternatives to the youth correctional process which often re
sults i'nyouths being separated from their families and often 
their communities. 
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This is a multi-service, multi-purpose program that, unlike 
many existing program, does not pigeon hole youths or run them 
through a sequence of services. Youths are placed within a 
program component(s) that is considered to best fit their needs. 
As such, the duration of youths' stay in the program is indivi~
ually determined. 

Legal seryices, placement within the community, counseling, 
24 hour answering service, and education are ~ong the major. 
services provided. Throughout the program, an overridding them~ 
appears to be that of dealing with systems' responsibilities 
and change. __ 

III. Legitimizing and public Awareness Efforts 

RAP was started by Jim Queen as a neighborhood project de
signed to help the youths in the community. After organized 
efforts were underway, the project took about two years to 
become operational. The major prqblems were lack (jf funding and 
te~hnical assistance. 

Immediate effo~ts were entered into to obtain corporate sta
tus. The Board of Directors, which was founded soon after efforts 
were started, represented,. a~/).t does now, abroad-based commu
nity constituency. Parents,'-'youths, and communit.y members sit. 
on the Board which has a policy-making, planning, and "fund rais
ing function. The Board, which has remained active and has re
tained its primary functions, meets on a regularl1' scheduled 
bi-monthly basis. 

Just as community residents were involved in planning, pro
ject staff involved major systems and organizations. Reportedly, 
the project I s goals and operational plans' were preE,ented to law 
enforcement, the courts, schools, and churches. Pclitical 
leaders were not approached. According to project personnel, 
these early efforts resulted in support. However, ~roject per
sonnel contend that the attitudes of law enforcement officers 
are almost impossible to change. A lot of police hd~assment and 
brutality is reported to exist. 

The organization has not developed formal interage~cy/ 
organizational procedures for cooperating and coordinating 
efforts even though efforts were entered into to make tradi· 
tiona 1 systems aware of and lend l.~gitimacy to the program's 
goals and plans. While the organization does not de~l on a 
formalized basis with the tl;'aditional systems, it forms coali
tions with other community based organizations within the commu
nity to plan program~and to expand resources. 

(C 
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,IV • Intervention 

P~ogvam PhiZo6ophy and GoaZs 

The program's philosophy can best be understood from three 
statements of belief: 1) many of the causes of youths' crimes 
are directly related to the injustices in society's systems 
designed to help them, 2) the family and the community are the 
main elements in the youths' lives, and 3) the immediate community 
should be and is the only source and control over and support for" 
its people. Following from this three-pronged philosophical ' 
statement is the Ultimate goal which is to effect radical changes 
in the educational and juvenile justice systems, to preserve 
family lite, and to move the community to self-determination. 

Ta~get PopuZation 

The program accepts youths between the ages of 12 and 18 and 
~erves approximately 1,000 annually. 

" Youths who p~rticipate in the program are p~tmarily male 
and are character1zed as being high risk or offenders and ex
offenders. Seventy percent are male. About 80% have had 6on
tact with the criminal justice system. There is no information 
on tl:.e racial composi ticm of the youths served ~ , 

While the youth population is believed to suffer from more 
emotional problems than the general youth population, they are, 
not. (!onsidered to have more mental or physical problems. OVer 
the life of the project, some major changes have been noted in 
the population served. The male-female ratio has remained fairly 
constant; however, youths entering the program are said to be 
younger, to have committed more serious/violent crimes, and to 
have more family and school related problems. 

Program Stvategie8 

The overall strategy of the program is to offer services and 
activities that are intended to keep youths out of the juvenile 
correctional system, to maintain youths within the community to 
advocate for justice meted out by the "system" and to fill the 
v~id when this is no~ possible, to better prepare youths to deal 
w1~h.the greater soc1ety, and to provide services for immediate 
cr1S1S needs~ 

Service components of ·the organization inclUde: 

1. Alternativ~~ Education--A private accredited school .to 
meet the needs of'Third World youths whose needs are 
not being met in the city's' school system. 
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2. Foster Home and Grollp Home--A placement program which 
provides temporary shelter care facility on a 24-hour 
supervision basis, processes and certifies placement 
when needed. LaCasa is the only group home in the 
District that provides crisis intervention and an array 
of comprehensive services to the youths and families. 

3. Community Liaison--R.A.P. - Y.G.C. (Youth Guidance 
Center) representative represents youths and family 
at court hearings,' citations hearings, and probation 
hearings; visits Y.G.C. daily for making contacts 
with and providing counseling to youths f~om the 
Mission community who are detained at the Center; and 
other information i~ervices. 

4. 24 hour crisis intervention is available when needs 
arise in each program component. 

5. Counseling and informational services in relation to 
each service component. Individual, group and family 
counseling is provided. 

Case Mana~ement and Trackin~ 

Each participant served must go through an intake process in 
which information relating to such things as home environment, 
school and employment situation, court contact, and street life 
is' requested. If a need is established, project personnel qontend·: 
that attempts are made to help anyone who walks through the door. 

The intall;:e process is conducted by the office coordinator, 
while needs assessment is performed by the counselor. The primary 
information collected and assessed is a social history. The 
counseling coordinator makes the participant-staff assignment. 
Each participant is ethnically matched to a counselor. After a 
youth is assigned, the designated counselor assumes the respon
sibili ty for developing, carrying out, and integra'ting/managing 
the youth's case plan. Home visits are said to be a major part 
of the counselor's job in working with the youths. 

Youths are encouraged to remain in the program thrcugh 
meaningful involvement. As indicated earlier, youth representa
tion is said to be on the Board of Directors. Youths are re
portedly involved in planning, serving as peer counselors, and 
in organizing corrununity efforts. In addition, youths have a 
one-to-one relationship with the counselors. Fun/recreational 
activities, e.g., dances, are held for their enjoyment. 
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Records are said to be maintained on every contact for 
every youth in the program. Records, which are maintained by 
the counselors, include parent consent forms, intake, progress, 
and termination reports. The services of the program are con
sidered no longer needed when the youth's " .•• gets himself back 
tog.ether and reintegrates into the family, school or job." 

V. Organization 

Staff Structure and Pro~ram Mana~ement 

The following is a complete listing of the program's staff: 

1 Executive Director 
1 Office Coordinator 
5 Counselors 
2 School Teachers 
2 Community Liaison Persons 
1 Social Worker 
I Vocational Education Counselor 
1 Foster Home Recruiter 
1 Foster Home Coordinator 
I House Manager 
1 Youth Organizer 
1 Group Coordinator 

10 YQuth Organizers (youth) and 
Peer Counselors 

All staff, with i;:he exception of youth organizers and peer coun
selors, are full time paid staff. 

The Board of Directors is responsible for policy, budget, 
and legal aspects of the program, and for overall leadership in 
program management. Day-to-day administrative functions reside 
with the Executive Director. The office coordinator, through 
formal organizational arrangements, assumes this responsibility 
in the Executive Director's absence. 

The counseling staff .has the responsibility for the individ
ual case assignments. Problem-solving is said to be accomplished 
through an individual and/or team approach, which ever is consi
dered appropriate. When considered n~cessarYl family is invol
ved when problems involve the participants. 

While the Executive Director is responsible for final pro
gram decisions, students and staff are said to provide input 
into. the planning of program activities. 
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Funding 

The organi"zation is presently operating on $250,000 ar .. nually. 
The funding sources include the United Way, the Mayor's Criminal 
Justice Planning Office, the Department of Social Services, pri
vate foundations, ,and fundraising efforts. 

The stability of funding is not known; however, project 
personnel did indicate that funds allocated through the United 
Way and the Department of Social Services are guaranteed at the 
present level through May of 1982. 

Changes in the Projeat 

RAP has been in existence and incorporated as 
non-profit community based organization for twelve 
its histo~y, its major focus has been on providing 
activities to create a more supportive and healthy 
which youths can live. 

a private, 
years. Throughout 
programs and 
environment in 

II 

The major changes that have occurred have been in the ex
pansion of services and staff. I-t appears that the program has 
shaped its offerings around the changing needs of the community. 
Two additonal buildings have been acquired to house the program. 

VI. Service Evaluation 

Estimated Cost of Se'l'viae ELements 

There is no way to cost out the program components on the 
basis of the available information. Some understanding of the 
overall level of participant utilization and staffing patterns 
can be obtained from the chart below: 

Level of 
Utilization 

Delivery 
Mode 

Service 
Element High Medium Low 

How staffed 

Paid Volunteer Group One-to-one 

• Community Liaison X 
(between the juve
nile authorities 
and the community) 

Foster Home 

Alternative Edu
cation 

Group home 

X 

x 

x 
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Determining QuaZity of Servioes 

The program seems to utilize various means to ensure the 
deliv~ry of quality services. The staff, all recruited from within 
the community and a high percent being former participants, are 
bilingual and bi-cultural. 

In addition to close supervision of staff, each new member 
is said to be employed the first three months on probationary 
status. Staff evaluations are reportedly conducted at three 
months and nine months and yearly thereafter. To make certain 
that program operations proceed as planned, project personnel indi
cated they operate around their annual plan which is evaluated 
every three ~onths by staff and the Board of Directors. 

While there is no indication of how the data are used, pre
and past-data are available for youths who enter the alternative 
education program. From the information provided there was no 
indication regarding comprehensive evaluation of the program. 
One would have to assume, however, that the major funding sources 
do perform some monitoring/evaluative function. Feeaback on per
ceived effectiveness Qf the program is carried out with youths' 
families. Families are $aid to be contacted yvery six months. 

VII. Summary Statement 
o 

The project was started in response to the needs of 
Hispanic youths who were plagued by poverty, racial discrimi
nation, and societal injustices. In response to their plight., 
it is believed that youths dropped out of school at a high rate 
and often became involved with t.he criminal justice system. 

The District remains one of the highest crime areas in the 
city, characterized by high unemployment, low income, welfare 
dependency, and generally depressing living conditions--a 
classic example of an environment that 'festers criminal behavi-\'~ 
ors. 

youths in the community are believed to value education; 
however, 'the high school dropout rate of an indicated 45% 
must not reflect similar positive attitudes among all the 
racial groups and/or some groups are more likely than others to 
encounter barriers that stymie actions congruent with their be
lie~ in the benefits of education. Hispanics are said to have 

o the highest dropout rate. 

The ex.tended family is the most prevalent family structure 
in the community, resulting, in part, from an indicated high 
divorcel:ate and from the fact that emancipated youths are said 
to generally remain in the commu~ity. 
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White and Hispanic youths are believed to realize no more 
nor any less success in life than did their parents. Blacks 
are thought to be worse off, while Asians are seen as doing 
much better. 

All in all, crimes committed by youths are said to be on 
the increase and more serious/violent in nature. The offender 
iu the program tends to be younger today than when the project 
first started. 

The program's intervention strategies appear to relate to 
the presumed causes of youths' crimes; namely, multi-faceted 
personal and family problems related to pressures of living and 
insensitivity and injustices from traditional systems. Addi
tionally, the approaches taken are~ indeed, designed to provide 
alternatives to the youth correctional system and to serve as 
liaisons and advocates for youths in schools and the court 
process. 

The major service components: (1) community liaison, 
(2) substitute care placement, and (3) alternative education are 
each enhanced by the counseling component and the 24-hour answ
ering service. These services have a great chance of reflect-
ing the needs and wishes of the community as broad based corr~unity 
representation, including participants, is provided for in the 
·structure of the planning and policy making board which has been 
a viable part of the project since its early beginnings. 
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Richmond-Perrine Optimist Club 
Perrine Crime Prevention Program 
9955 West Indigo Street 
Perrine, Florida 33157 
Project Director: Ed Hanna 
Tel~pbone: (305) 233-9325 

I. Context of the Project 

OrganizationaZ AffiZiation 

The Perrine Crime Prevention Program is under the sponsorship 
of the Richmond-Perrine Optimist Club which focuses on community 
problems in relation to youth development. 

The Richmond-Perrine Optimist Club has been a private, non
profit organization since 1971. In 1975, the focus of the 
organization moved from a recreation program to a youth develop
ment orientation. In this area the organization coordinated a 
summer youth employment program with other agencies from 1975-
1978 and implemented such a program in 1979-1980. 

Among other youth programs/activities sponsored by the organi
zation are the Boy Scouts, Youth Alternative Community Wo:.;k Pro-

'gram, Juvenile Community Control Program, Volunteer Program, In 
Kind Donation Program, Community Center Special Instruction, Com
munity Garden. Project, Overgrown Lots Project 1 Resource Agency 
Listing, and various organized sports, such as, Pop Warner 
Football, Dade Youth Basketball Association, Amateur Athletic Union 
Track, Dade Youth Baseball Association and othe~ activities. 

Over the years the organization has realized physical expan
sion and an increased funding level. During the period 1977-1980, 
the organization enlarged its physical plant by two-fold. Duri~g 
this same.period., funding increased from $67,000 to $730,000. 

Co~munity ProfiZe 

The West Perrine Community, with an approximate population of 
10,000-12,000, has been the major target area for the program's 
activities since its inception in 1977. Neighboring communities 
include Howard with a population of .8,000-10,000, Richmond Heights, 
15,000-20,000, both of which are inhabited by middle class Blacks 
and Whites, and two communities--South Miami Height~ (40,000-50,000) 
and Goulds (20,OOO-30,OOO)--whose residents are lower class Blacks 
and Whites. 

!/ 
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While the West Perrine community is mu~ti-ethnic, Blacks 
t for an estimated 80% of the populatl.on. About 1.0% are 

ac<?oun d' other' 10% a.re Asians and Hispan~cs .•. Wnl tes an an . . . "i 

A high percent of the reside~ts are believed to ~e :eceiving 
some form of social welfare beneflts; however, the ma]Orlty of the 
residents are said to be employed. in the "leg~l" and ~ocially 
acceptable workforce. While hustling and,(or 11l7gc:-l/lmmoral 
activities are not prevalent means of maklng a llv~.ng, a rela-. 
tively smal+ percent (estimated 10-15%) do engage ln such means 
for their livelihood. 

About 40% of the communty's residents are children age 11 
to less than 18, with 'most being older adolecents (14-:-18). A 
high perceJt of the families {an estimated' 50%} areslngle
parent households. 

The community is generally perceived to be characterized by 
negative attitudes toward work, socially acceptable interaction 
within the system, and education. Youths, however, do not tend 
to view gang membership vital in their peer relationships. 

As a whole, youths in the co.mmunity are not thought to 
view education as a means to a better life. It is among the 
Black youths that this negative attitude is most likely re
flected in behavior. While there is an estimated 35% overall 
school dropout rate, the rate among Whites and Asians is far 
less'than 10%, and for Hispanics, right at 10%. 

Sexual activity among adolescents, particularly Blacks and 
Hispanics, is considered to be at a high level, with a resultant 
high rate of adolescent out-of-wedlock births. 

The overwhelming majority of the families (estimated about 
75%) have an annual income of less than $10,000. t~ile the com
munity is generally economically depressed, a small percent of 
the population is employed in such positions as teaching and 
the postal service, 

Home ownership.is.well above the expected in such commu
nities. Reportedly, 50 to 75% of the families own or are buying 
their own dwelling. Some business owners also live in the commu
nity. 

These above qualities tend to suggest community stability of a 
sorts. From still another perspective, across generational in
habitancy, the community is a stable one. But the unstable 
nature of families (high divorce rates and high percent of sin
gle-parent homes) and the tendency for youths generally not to 
improve in life over their parents suggest a debilitating effect 
for a large segment of the population. 
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Nature of the Violent Crime Problem 

The major types of crimes committed by male youths are 
believed to be.breaking-ins and entering, loitering, the 
possession of drugs, assaults, and the possession of stolen 
goods, in that order of frequenl:y. Assaults and murders have 
increased. For the most part, however, crimes committed by 
youths in the Perrine community have not been of a violent 
nature. Shoplifting and the possession of stolen goods are 
among the major types of crimes committed by female youths. 

Most of the jmrenile crimes, primarily relating to property 
and increasingly involving bodily harm, are thought to be committed 
within the community. The business community is reported to be 
the most frequent target of break-ins while assaults are believed 
more often directed toward peers and other residents. 

Prior to the project, the juvenile crime problem was perceived 
as getting out of hand. While gangs have not nor are considered 
a prevalent and threatening part of the youths' culture, according 
to proj ect personnel, mos.t juvenile crimes have, over the years, 
represented a "grpup" phenomenon. 

In response to the crime problem, senior citizens in partic
ular did not participate in community offerings because of fear, 
and some residents reportedly took to carrying weapons. 

Causes of Juvenile Crimes 

Youths are thought to be prone to criminal involvement as 
a result of several related factors; namely, inadequate skills, 
economic deprivation, psychological/emotional individual and 
family problems, youth's idle time, ana. poor self concept. 

II. Description of the Project, 

The Perrine Crime Prevention Project is designed to enhance 
youths' self concept, to provide job opportunities for self
sufficiency, and to assist in the development of personal qual-. 
ities considered vital to future success in the social and work 
world. These major objectives are expected to be realized through 
program participation over a period of six months to one year. 

During a cycle' in which youths are in the program, they are 
provided intensive individual, gro\lp, and family counseling and 
initially they were placed in a job for 20, 20-hour work weeks, 
The work experience was later cut to a 15 hour week. In addi t.ion 
to counseling and the work exp~rience, youths are exposed to and 
are provided with cultural and recreational experiences. 

() 
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Each youth is assigned to one of four counselors who has 
the major responsibility for the ~anag7me~t o~ the overa~l se~
vice plan. This one-to-one ~e1at~onsh~p ~s,v~ewed as b~~ng v~ta1 
to youths· growth in the proJect and to the~r future development. 
Both the youths and their parent(s) are he1d,to,contractua1 , 
agreements that were entered int"o at the beg~nn~ng of the yout:h s 
participation in the project. ' 

III. Legitimizing and Public Awareness Efforts 

The program originated out ~f concerns by area ~e~idents to 
reduce the high, rate of youth cr~mes. Funds were or~g1na11y 
allocated from the Department of Human Resources. This led to 
the development of a Community Dev71opme~~ Advisory.Boa~d in 
the Office of community and Econom~c DeveLopment wh~ch ~n turn 
formed task forces in the various communi ties,. The Per:rine Com
munity Development Task Force, made up of individuals that live, 
work and/or own property in the community, made a~_their number 
one priority, a recommendation to the Dade County (J,gfice of' 
Community and Economic Development to fund a juvenile delin
quency program. 

Once the program was planned and approved, it bacame opera
tive in approximately 60 days. According to project personnel,' 
the major problems encountered during start-up were securing 
adequate office space and obtaining approval for professional 
services agreements. 

The C~ime Prevention Advisory Board, comprised of a mini
ster, teacher, social worker, public safety represent'ative and 
communi ty members, \-1as formed prior to the proj ect b~coming 
operational. The Advisory Board, which has remained active 
throughout the proj ect through regularly scheduled monthly / 
meetings, assists in monitoring and implementing project ' 
activities. 

In planning for the project, the agency presented the pro
posed project goals and operational plans to major. systems, , 
organizations, and residents in the community. The agency re
ceived the community"s support initially and maintains a coop
erative and coordinated relationship with schools, law enforce-

.ment agencies, the courts, social service agencies, government 
manpower and employment agencies, and the private and voluntary 
sectors. . 

The program has established and maintains linkages wib~ 
the Daae County School Board through a Dade Partners Agreement. 
This provides for assistance in the monitoring of youths while 
they are in school and the feedback of information on their 
behavior and activities through the school liaison. The school 
system, through this agreement, also participates in the case 
management of students. 

(I 
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The ?rogram o~tained memos of unoerstanding from a number 
of cornmun~ty agen~~es that serve youths. The understandinq is 
one of mut~a1 ass~stan~e (refe:rals) in the effort of providing 
compr~hens~ve and qua1~ty serv~ces. -

IV. Intervention 

Program PHilosophy and Goals 

The program and its service offerings are based on the 
belief that. juvenile delinquency can often be prevented if a 
youthful offender or potential delinquent is offered a complet 
range of service~ ~o fit his(her needs before experiencing thee 
cour~ pr~cess ~na ~ncarcerat~on. The principle focus of the 
program ~s de1~nquenc~ ~revention and the development of postive 
self concepts. As or1g~na11y stated: . 

T~e g~a1 o~ the ~e~rine Crime Prevention Program is to pro
v~de Juven~les w~th the self-sufficiency which will permit 
them t~ grow, mature, ,and achieve their maximum innate 
pot7nt~a1. Our goal ~s to provide each youth access to 
s<?c~a11y acceptable roles in society in order that aliena
t~on may b7 reduced and thus reduce the amount and nature 
of the, del~nquency, rate. A, part of this goal w'i1l be the 
:educ~10n ~f negat~ve 1abe1~ng which is a significant factor 
~n a1~enat~on. 

, Basic to realizing 
1ng component is viewed 
vice offerings with the 
tance. 

Target PopUlation 

the project's overall goal, the counsel
as the most vital of the program's ser
work experience being second in impQr-

'-::~ 

I) 
I! 

9 The project is designed to accept youths between the age of 
and ~8, ~owever, the youths served in the case10ad management 

are pr~marxly between 14 and 18. Both pre- and post-de1in uent 
you~hs are accepted in the program. About half of the posf
de1~nquent youths have committed such crimes as violent assaults 
a~d,strong arm robbery. From June through December 1980, 119 par
tI~1pants were served. As of late January, 1981, there were 56 
};l.e1'ng served-. ..... 55% ~emale and 99% Bla.cks. 

, To be accepted in the program, youths must ,be of normal 
~nte11ect and possess no psychological or emotional disorder 
As a c~ndition of participation youths must be enrolled in a~d 
attend~ng school. . 
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The population of youths served over the years has. remained 
pretty much the saml::! in terms· of age an~ sex. Changes have been 
noted in the seriouisness o£ crimes' comml.tted and th~ extent, to 
which youths seem bo eXJ?erience ~ami~y and :;ch90l relc;ted prob~ 
lems. You,ths are more l.nvolved in vl.olent/serl.ous crl.mes and 
have more family and school problems. 

Program strategies 

The strategies designed to effect this ,basically two-p+onged 
goal of the project include four major serv::ce compone~ts. ~he" 
program provides.iz;d~vidual, group, az;d faml.ly C?UZ;S~ll.~g~organl.zed 
recreational activl.tl.es: cultural enrl.chment actl.vl.tl.es, and work 
experi.ence opportunities, pre-employment knowledge training, and 
basic skills training. 

The recreation component is directed by the recreation 
leader in conjunction with the program director. Most indoor 
games/activities such as checkers, cards, and ping pong are held 
at the center. Outdoor sports are normally held at Qne of the 
.neighborhoQd parks. 

CUltural enrichment activities are planned monthly by the 
program s~aff •. Visits to muse~s,a~Q places ,of historical in
terest, as well as such fun actl.Vl.tl.es as trl.ps to the beach, 
picnics, and barbecues, are sponsored throu,gh the program. 

Basic Skills Education classes reinforce what is being taug~t 
in the Dade County Public School System, while providing individ .... 
ualized assistance in participant's weak areas. 

The purpose of the Pre-Employment Knowledge Training component 
l.S to teach the technical and non-technical skills necessary for 
obtaining and keeping eIt1ployment, such as: completing job appli
cations~ job interviewing, completing resumes, proper dress, 
following instructions, co-worker relationships, etc. 

In addition, assistance in securing supportive services, such 
as: health care, legal aide, food stamps,AFDC, child-care, etc., 
is also available. 

An individualized t'reatment prescription plan is e.stablished 
for c;11 youth participants, based upon evaluations, repo7t~ and 
assessments from parents, program counselors, school offJ:cl.als, 
worksite supervisors, Pc;st employers, youth participants the1t\Selves 
and educational/employment tests. and assessments. Benchmarks or 
goals are established for each to achieve during their partici
pation in the program. 
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Each individual component mentioned above is not sufficient. 
to meet the total needs of the participants. However, the com
ponents supplement each other in a multifaceted manner, so speci
fic individual needs of the youth can be met. This intensive 
approach helps youth achieve their highest level of productivity. 

Through the work experience component, yo~ths are placed 
for meaningful employment in such neighborhood organizations 
as C.A.A., schools, and local public housing projects. Youths 
are paid stipends for 15 hours of work per week for a cycle of 
20 weeks. 

The counseling component has 4 counselors. The number of 
,individual and group counseling sessions that a given youth 
participates in is determined on an individual basis. Partici
pation in scheduled counseling sessions is mandatory and con
tinued absence can result in a dishonorable d,ischargefrom the 
program. Peer counseling sessions are held monthly and involve 
those youths who have participated in the program and are cur
rently pursuing positive goals. 

Case Management and Tpaeking 

The bulk of formal referrals are received from schools, police, 
.and the courts; however, anyone, including a potential participant, 
can make referrals. When adjudicated youths are referred, written 
sociological, psychological, and medical evaluations are obtained 
from the referring source. ' In the case of self-referrals and 
referrals from other than formal sources,' a counselor makes an 
assessment of the partic;i..J?ant' s nee'ds in'!:'elati.on to l:ea,son for 
referral, family situation, personal problems, attitudes, etc. 
These evaluations become a part of the participant's prc;.>gram file. 

Each participant is assigned to one of the program counse
lor's by the project director. While the assigned counselor 
has the major responsibility for effecting the youth's treat
ment plan and overall case management, the case coordinating 
committee, comprised of all parties involved, helps develop 
participants' case plan. 

Counselors provide one hour per week of intensive indiv
idual counseling to all youths in their caseload, and. one and 
a half hour per week of intensive group counseling. Visits 
are conducted once a month to the home of youth participants to 
con~er with parents and to work sites to confer with superv~
sors or designees. Youths" behavior and progress are formally 
monitored through written evaluations from either parent, 
school officials, peer groups, staff members. and/or other 
referral sources. 
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Some of the methods used to encourage youths to remain 
in the project are up front conditions to participation, in~ 
cluding a program contract the youth must sign relative to 
conditions of supervision, a program contract signed by a 
parent(s) and an agreement by both the youth and parent to on
going'involvement with the program. During the youths' stay in 
the program, a system of rewards for good behavior and close 
contact with the counselor are used as positive enducements. 

There is an integrated information gathering and reporting 
system. Youths' case records, including service reports, re
ferral and follow-up records, and results of program observa
tions through monitoring site visits are maintained. 

Reportedly, established written outcome criteria are used 
to determine when participants no longer need the services of 
the program. However, such criteria (not provided) are appar
ently more program focused rather than being tailored to 
individual needs. According to the project director, youths are 
normally maintained in the program for a period of six months 
to a year. If additional services are required at the end of 
that p~riod, the youths are referred to other. social service 
agencies. 

\ 

The prpgram attemps a follow-up contact with former partic
ipants at the end of each of the first three months after leaving 
the program.. Through coordinated procedures, feedback is pro- ., 

.vided the project by other agencies/organizations that have con
tact with the youths. 

v. Organization 

Sta.ff StI'uetUI'e and PI'ogI'am Management 

The Crime Prevention Program is staffed by an executive 
director and an executive secretary, both under a time-sharing 
arrangemEmt, one full-time administ:r;-ative secretary, four 
counselors, and a youth activity coordinator. The services of 
these paid staff are enhanced and augmented by the use of volun
teers. 

The project's staff is directly responsible to the 
organization, of which the executive director is head. 
policy-making medium of the Crime Prevention Project is 
member Perrine Crime Prevention Advisory Board. 

larger 
The 
the 12-

By formal organizational procedures, the agency's assistant 
director assumes responsibility for organizational administrative 
decision making in the absence of the executive director. Coun
selors are charged with the day-to-day responsibility. for youths' 
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program activities. A normal program day is 7 to 5 with flexible 
schedules according to service needs and programming. 

Project activities are plannedthrOl;lgh r~gular~y scheduled 
meetings. The Youth Advisory Board p:ovldes lnput lnto.the 
planning of activities and in developlng rules, regulatlons, 
etc. 

One means of managing youths in the program is through the 
home visits in which staff monitors the family's and participants' 
progress in relation to the contract agreement. 

Regularly scheduled individual and gr~up meetings are.held 
\.ri·th staff to ascertain how .program operatlons are proceedlng 
~nd to make certain the program activities proceed as planned •. 
Program personnel indicate that an appraisal system ';ind case . 
management review forms are used as a means of ensurlng effectlve 
staff performance. 

A good sys.tem of record keeping in regard to participants 
seems to be in· place. All info:tmation is maintained in locked 
files when not in use by counselors. 

Funding 

The Crime Prevention Project operates on an annual budget 
of $185,000 with the local Community Development and CETA being 
the funding sources. Community Development funds are guaranteed 
until May of 1982 at the current fundi:r;g level. CETA funds are 
available ata lower funding level untll September of 1981. 

The organization has been engaged in c';iP';ic~ty-buildi:r;g a~tiv
itiesto ensure continuation of program actlvltles. Appllcatl0ns 
for funds have'been made to LEAA, United Way, Dade County Com
munity Action Agency, Burger King, Coca Cola, and for supplemental 
funds, the Community Development Office. 

In addition to the possible receipt of funds from some of 
the sources contacted, the program's established linkages with 
other community systems and resources should guarantee t~e 
continuation of some of the services offered should fundlng 
become problematic. 

Ch~nge8 in the ~I'ojeet 

'l'his project has undergone few major changes, generally re
taining its original program focus; however, it appears that the 
work experience component has become a higher priori.ty than the 
couriseling component. Perhaps, this accounts, in part, for 
youths ages 14 to l8beirig served more often than the younger 
youths the program was originally designed to focus on. 
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Changes that have occurred seem to be related to. pr~c~dural 
requirements that would tend to guarantee more accountab~l~ty of 
the youths, particularly at their work sites .. 

One apparent additional ch~nge was the reduction in hours 
of the youths' work week from 20 to 15 with 10 of these at the 
work site and 5 being devoted to basic education classes. 

Project personnel indicated that fundi~g for the,project is 
to expire in May of 1982. They are aggress~vely seek~ng funds 
to continue the program from that date. There are no indications 
how nor if, any evaluation of program effecti~eness will be used 
to reassess program philosophy and/or strateg~es. 

VI. Service Evaluation 

Estimated Cost of Service EZements 

All of the six major service components are in high demand 
by the program ·participants. In terms of participant-staff mode" 
of interaction, each component involves both one-to-one and group 
involvement. It is only for counseling services, including basic 
skiilsdevelopment and career planning, that paid staff are in
volved. From this perspective, the counseling component can be 
viewed as the most cos~ly of the program's services. 

Additional information regarding the agency's total budget 
outlays supports the view of high costs for the counseling compo
nent. Of a total budget of $730,000, only 1% is allocated to 
participant activities while 41% is allocated to staff s.alaries. 
From a high of 28% allocation for participant wages and benefits 
the work experience component is also costly even though paid 
staff are only minimally involved in its implementation. 

Determining QuaLity of Services 

Project staff indicated that the findings resulting from 
an evaluation effort conducted by the Human Resources Department 
was generally positive. For example, self-reports fr.om Perrine 
clients indicated 25% fewer delinquent acts two-months after 
entry than two-months before entry into the program. The program 
was found to have achieved broad community recognition through 
its community service component and to have remained consistent 
in its range of services. However, they generally concluded, 
there was room for improvement in the area of d~linquency pre
vention. 

The outlined program's strategies for ensuring the delivery 
of quality services appear to be sound and rather comprehensive. 
The overall strategy begins from the point of staff selection~ 
Staff are said to be identified by the community task force and 
recruited as paid and volunteer staff from within the community. 
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Professed qualities of staff include a feeling for and belief in 
the program, educational qualifications, community activities, 
and volunteer experience. Through an appraisal system, includ
ing assessment of case management review forms in regularly 
scheduled staff meetings, efforts are geared to ensure and deter
mine the effectiveness of staff performance. . 

As a part of the treatment plan, a contract is negotiated 
with the youths and parents in regard to identified problem 
areas, the program's expectation of them, and the progam's 
role in addressing the problem. Procedurally, each case is 
said to be monitored on a presecribed scheduled basis for the 
purpose of assessing the adequacy of the service plan. Following 
te~ination from the,project, a follow-up report is attempted 
dur~ng each of the f~rst three months. 

One formal procedure for determining the project's .effective
ness involves formal, written, and regular feedback from families 
and community agencies and organizations. The latter constituents 
with which the program has working relationships, have been pro~ , 
vidsd rating sheets for evaluating the program. 

In relation to the p~ogram's impact on the lives of chil~ 
dren who leave the program the information is used to assess reci
divism.rate and input on positive termination. Pre- and post
project tests used in the education componen't reports a 80-85% 
rate. 

VII. ?urnmary Statement 

The target community served by the Perrine Crime prevention 
Pr'ojec~ is' classified a~ a lower income community with a fair share 
of residents who are ga~nfully employed and considered "model" 
community residents. In this sense, the community does differ 
from the hard-core poverty areas that are natural breeding grounds 
for juvenile~ crimes. 

I'n,this multi-:-etI:nic community with an 80% percent Black 
populat~on, the maJor~ty of the residents are said to be employed 
~n the, "legal" and socially acceptable workforce even though it 
~s est.~mated ~hat roughly 75% have an income of less than $10,000. 
On the plus· s~de, home o,me.rship is e.stimated at 50 to 75%. 

While the community situation is not as depressing as say 
an inh~r,city ec~n~mically disadvantaged area, one gets the notion 
that l~v~ng condit~ons are probably worse among Blacks than among 
the Whites and the Hispanics. 

Crimes in the community have not been of the level of seri
ousness attributed to most crime-ridden communities. In fact in 
terms of frequency, the major crimes committed by male iuveniies 
are thought to be breaking-ins and entering, loitering,-possession 
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o~ drugs, assaults, and the possession of stolen goods. It is 
thought that the business community is the most frequent target 
of break-ins and assaults are more often directed toward peers and 
other residents. 

In re"sponse to the crime problem, perceived to be getting 
out of hand prior to the implementation of the project, residents 
became motivated to seek out ways of addressing the needs of 
youths in the community. After the problem was brought to the 
attention of state level departments and the local Community 
Development Task Force was established, the Perrine Crime Pre
vention Advisory Board was formed. The Board, comprised of 
broad-based community representatives, continues to assist in 
monitoring and implementing project activities. 

The program's intervention strategies appear to be appro
priate means of addressing the problem in rel"ation to the pre
sumed causes. However, the time-frame (6 months to one year) in 
'''hich the strategies are expected to have a "lasting" (meaningful 
beyond program) impact seems totally unrea.listic. 

The described case management procedure and safeguards, if 
implemented according to plans, should guarantee more than ade
quate monitoring of participants' behaviors and growth while 
in the project. Of particular note is the program's use of 
contractual agreements between the project and the youths and 
their parent(s) in the case manaqement process. 

Much can be said for the capacity-building activities in 
which the organization has been engaged in order to increase 
the probability of program continuation. In addition to main
taining cooperative and coordinated relationships with other 
community agencies, organizations, and systems which allow the 
program to enhance its capabilities, additional funding sources 
are being aggressively sought through formal channel~. 
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Services for Asian-American Youth (SAAY) 
SAAY/LEAA Community Crime Prevention Program 
4209 Santa Monica'Boulevard 
Los Angeles, CA 90029 
Project Director: Leland Wong 
Telephone: (213) 660-7473 

I. Context of the Project 

Organizational Affiliation 

SAAY/LEAA Community Crime Prevention Program is sponsored by 
Services for Asian-American Youth (SAAY) which was established in 
1971 as the youth component of the Council of Oriental Organiza
tions (COO). SAAY remained a component of COO until its own 
incorporation as a private non-profit organization in 1976. 

SAAY surfaced in response to an alarming increase in school 
dropouts among Asian Pacific youths. High dropout rate is thought 
to be related to language and cultural barriers, social pressures, 
and economic barriers. SAAY's goal is to serve the Asian Pacific 
youths who are economically disadvantaged and/or who are recent 
immigrants encountering problems such as racial discrimination I 
language barriers, poverey, and unemployment. 

Working with a number of institutions, SAAY has developed 
other program and services for Asian Pacific youths. They in
clude SAAY Continuation High School and CETA In-School Work 
Experience Program. 

Community Profi~e 

The target communities include Chinatown, the Korean commu
nity, Japantown, and the Crenshaw area. Its boundaries include 
Western Avenue to the west, Alameda Boulevard to the east, 
Olympic Boulevard to the. south, and Melrose Avenue. to the north. 
The target area, normally referred to as the Corridor, has an 
approximate porulation of 350,000. Adjacent are Montiray Park 
(~ast), composed of a.heavy ~sian population frpm the upper 
m1ddle class and Hollywood H1lls (North) predominantly White 
upper middle to upper class. . , 

Youths under the age of 18 comprise an estimated 60% of the 
total population. 

The communi ties contain an estimat-:.ed 30.0% Asi'an population 
and a 30.0% Latin population~ the remainder being about 25.0% 
Black and 15.0% White. 
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~ne socio-economic status of area residents appear dismal, 
60% are thought to be welfare recipients. Of those in the labor 
force, the majority are in the blue collar ranks. About a third 
of the area's residents are believed to make their living through 
hustling and/or dealing in illegal/tmmoral activities. 

The area is described as having within its boundaries such 
basic resources as schools, churches, recreation, medical, 
shopping and potential employment sources. 

youths are perceived to hold positive attitudes toward 
making the dollar through illegal/immoral means. Consequently, 
hustling is considered an appropriate way of making a living 
even for adults. Given the above perceptions of youths and 
their perceived negative attitudes of the value of education 
as a means to a better life, it is surprising that project 
personnel believe that youths do not hold to the notion that 
the system owes them something. 

Approximately 10% of the area's high school students drop out 
at some point. Latin Americans and Asians account for the majority 
in this percentage figure. Across all of the community's groups 
of youths, premarital sexual activity is thought to be widespread 
but~ore so among Hispanic youths. However, the occurrence of 
young marriages and adoles~ent out-oi-wedlock births are thought 

. to be no higher than the g~)neral population. 

An estimated 75.0% of the community's residents have annual 
incomes of less than $10,000, with the major cited occupation 
among the employed being general labor. Less than 10.0% of the 
families are believed to own or to be buying their own homes~ 

Natu~e of the Vio~ent Cpime ppob~em 

The major classes of crimes committed by male youths are 
burglary, robbery, extortion, auto theft, and assault, in that 
order of frequency. Correspondingly, for females they are shop
lifting, burglary and petty larceny. Although there has been 
some variance in f.;;t'~quancies these classes of crimes committed by 
both male and female youths have remained pretty much the same. 

The most frequent target/victims of these youths crimes are 
the elderly, merchants and youths tbemse.lves. The youth on youth 
crimes are believed to be mostly group or qan9related~ ~owever, 
the extent and nature of these gang related youth crimes a~e 
largely unknown mainly because statistics are rarely collected on 
the status of the cOlnmunity. Project personnel contend, however, 
that gang violence is on the increase among youths. 
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Drug tquaaludes, ~C~l us~ge, a main problem amo~g youths, 
appears to exacerbate and accelerate situations into violent 
confrontations. 

According to project personnel, residents perceive the crime 
problem as an accepted elem~nt of their environment of which they 
can do very little in effecting change. Residents are said to . 
react in various ways--arming themselves, securing their homes, 
and keeping their children in their homes in the evenings. 

Cause8 of Juvenite C~ime8 

SAAY's organizational focus seems to operate on the premise 
that serious/violent crimes among Asian-American youths is multi
causal in nature. Among the posited causes gleaned from the 
materials are (1) cultural conflicts, (2) economic necessity and 
inadequate skills, and (3) criminal influence. 

Asian youths, especially the American born, are seen as being 
constantly pulled between American and Asian values and customs~ 
Additionally, Asian youths are perceived to be caught in the 
nationalistic rivalries that occur in their multi-ethnic environ
ment. 

It is believed that the cultural conflicts experienced by 
the youths cause low self-esteem which leads to a break down in 
their respect for authority and tradition which are often focal 
points in Asian cultures. When seen in this light, the problems 
are thought to be even more serious :for youths who have recently 
immigrated to ~erica, such as the Vietnamese. It is felt that 
the· youths, in expressing their frustrations and stresses, turn 
to forming or identifying with gangs to create a new and differ-
ent life style and II culture ll for themselves. 

In addition to the kinds of problems addressed above, many 
Asian youths are high school dropouts, have no marketable skills 
for gainful employment, and are thus more vulnerable to increased 
involveu.lent in delinquency and/or criminal behaviors. 

SAAY also recognizes that criminal influence is a significant 
contributor to violent juvenile crime. For example, Asian vouths 
ban.d together into gangs for survival and protec~cion; and, as the 
need to fight is enhanced, negative behavior becomes more agreeable 
to peers who normally would not commit delinquent acts. To survive 
one must be in a gang; and thus become influenced by its criminal 
nature. 

SAAY's attempts at serving Asian youths also include the 
consideration of such factors as poverty, racism, weak attachment 
to others, and unoccupied time. 
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I~. Description of Project 

SAAY/LEAA Crime Prevention program seeks community involve
ment in its service efforts as a means of addressing the weak 
attachment youths have with their community and society. Its 
strategy addresses unoccupied ~ime through an emphasis on sports 
which allows youths the opportunity to identify with a conven
tional unit of socialization. 

Drawing from other project resources within the organiza
tion, participants are provided CETA In-School Work Expe~ience, 
bicultural education/ethnic studies, cultural/social field trips 
and get togethers, txaining on vocational planni~g, training 
on ways of handling cultural conflicts, employab1lity training 
work~hops. 

III. Legitimizing and Public Awareness Efforts 

The primary vehicle utilized in making project activities 
known is coordinative linkages with schools and the community at 
large. At schools, contacts have included truant officers and 
othp.r personnel responsible for discipline problems. At the 
community level, the program's main vehicle is its semi-monthly 
newsletter--THE NEWSAAYER. The newsletter serves as a means of 
communicating about the extent and nature of the crime problem, 
project sponsored events, and ways in whic;h the community can 
become involved. 

A youth gang council was formed to actively involve youths 
in ~ddressing the crime problem. This 28 member multi-ethnic 
c~uncil works to ease conflicts between the various ethnic gangs 
in the community. 

IV • Intervention 

P~og~am Phit080phy and Goa~8 

The program is bas'ed on the belief that if youths are pro
vided avenues for constructive use of their time, they are less 
likely to engage in criminal activities. Further 3 community 
involvement with the program enhances its potential to strengthen 
the weak attachments youths have with society as well aa allows 
them an opportunity to identify with a conventional unit of 
socialization. 

The progr~ seeks to improve the quality of life among 
youths that live in the community through education, recreation 
and community involvement. 
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Ta~get Poputation 

The program serves approxim~te1y 600 youths per year, all 
between ages 14 and 20 (75% are 17-18 years of age). Of this 
figure 75% have had some contact with the juvenile justice sys
tem and about 5% are school dropouts. 

All youths served are economically disaQvantaged and/or are 
recent immigrants encountering problems such as racial discrimina
tion, language barriers, and/or unemployment. Program partici
pants are largely Asian Americans; however, some Blacks and 
Latinos are served in the SAAY Continuation High School. 

OVer the life of the project, the project has noted that 
the youths served include more females, are younger, are in
volved in more serious/violent crimes, and have more family 
and school problems. 

P~og~am St~ategie8 

To accomplish its goals, the program sponsors: 

Educational Workshops--they include such topical areas 
as Asian American Awareness, the Criminal Justice System 
and other issues of concern to Asian youths. 

Spox,ts Activities--such as volleyball, basketball, bicycle 
clubs. Youths have direct input as to what kinds of sports 
activities may be useful. 

Recreational and Social Activities--such as camping trips, 
rollerskating, etc. The youth have a say in planning and 
organizing these activities (role enhancement). 

Monthly Newsletter--THE NEWSAAYER is the project's means 
of communicating with the connnunity about issues of cur
rent concern. It also provides pertinent information 
on the extent and nature of violent crimes in the commu
nity. 

Youth Gang Counci1--This 28 member multi-ethnic Asian 
Youth Counc,il serves to ease conflicts between and among 
Chinese and Japanese gangs. The Council provides leader
ship training and develops constructive alternatives to 
crim~. The Council is not on-going; it normally meets 
in response to a rumor of a crisis. Ex-gang leaders are 
identified and charged with the responsibility of facil
itating rap sessions and collecting information about 
rumors of gang violence. 
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Case Management and T~acking 

The key actors in the youthsr flow through the program are 
the Counselor and the Youth Coordinator. 

The Counselor is responsible for conducting the intake 
process which involves collecting information on income, family 
situation/problems, type of referral, and criminal activity. 
Also, he/she is responsible for the development and integration 
of total service plan for youth pa:t'ticipants. 

The Youth Coordinator makes participant-staff assignments. 
That decision is largely influenced by sex and ethnicity. The 
Youth Coordinator is also responsible for linking participants 
with other community service Rgencies which are determined best 
suitable for addressing the participants service needs beyond 
the capabilities of the program. 

V. Organization 

Staff St~uctu~e and ppog~am Phnagement 

The program is staffed by an Executive Director, Project 
Director, Youth Coordinator, Administrative Assistant, Book
keeper (2), Teachers (2), Clerk Typist (2), Secretary, Community 
Workers (5), Vocational Job Developer, and Counselors (a). 

The Project Director is responsible for the day to day 
operation of the program. 

Weekly staff meetings are conducted to review, and alter 
plans and to monitor on-going activities. 

Staff are evaluated every three months for quality contrel 
purposes and to insure that a certain level of effort is main
tained. 

To insure community involvement in program activities, a 
youth Advisory Board was established to provide feedback and 
support for program activities. The Advisory Board has its own 
secretary who is responsible for maintaining records on every 
aspect of its involvement in the program. 

Funding 

The total program's budget is $500,000 annually. Sourcea 
for most of the program's monies are CETA and County. Service 
Funds, both of which ended in December, 1981. 
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SAAY the organization which sponsors the crime prevention 
program h~s one fiscal manager who holds responsibility for 
contract management, budget reports, fiscal, distribution and 
day-to-day book-keeping for all projects. 

SAAY fiscal capabilities have won them ~ "good cre~it 
letter" with LEAA; which enables them to :ece~ve funds d1rectly 
from LEAA without State or County agency 1nvolvement. 

VI. Service Evaluation 

SAAY/LEAA Crime Prevention Program has been subjected to 
both internal and external evaluations. The results of these 
evaluations suggest that the program has been successful accord
ing to the number of youth participants in sports/recreation 
activities and the number of youth participants involved in 
the program's training initiatives. 

VII. Summary Statement 

The target communities served by SAAY and its Community 
. Crime Prevention Program is multi ethnic with an 7stimated 30% 
of the population representing several Asian Amer7can groups,. 
30% of Hispanic or~gin, and 25% Black. The area 1S character1zed 
as being economically disadvantaged with an estimated 60%.of the 
families thought to be receiving some form of welfare ass1stance. 

In this highly culturally and ethnically diverse area, crime 
committed by youths is said to be at a high level with gang re
lated violence being a major concern, particularly between groups. 

Youths are believed to engage in delinquency and criminal 
behaviors because of a number of interrelated. reasons, among 
which are cultural conflicts, economic nece~sity and inadequate 
skills criminal influence, racism, and idle time. Through 
SAAY's'total program, including SAAY Continuation High School, 
the CETA In-School Work Experience Program, and the Crime Preven
tion Program, youths are provided experiences and services de
signed to help them grow in terms of dealing with differences, 
to improve their life chances, and to use idle time construc
tively. 

While SAAY's general orientation is that of changing youths 
rather than commttnity systems that impinge upon youths, SAAY ha,s 
developed and maintains coordinated linkages with sphools and 
the community at large to more effectively meet program goals. A 
very positive aspect of the program is the use of a semi-I1nonthly 
newsletter, which is partially developed by the youths, as a 
vehicle for program-community communication. 
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Sey Y.EloS., Inc.· (Yout.h Enterprise Society) 
3840 Crenshaw Boulevard, Suite 217 
Los Angeles, California 90028 
Director: V.G. Guinses 
Telephone: (213) 295-5551 

I. Context of the Project 

OrganizationaZ AffiZiation 

Sey Y.E.S. was organized by V.G. Guinses in 1968 in the 
South Central Los Angeles area as a job training and employment 
agency. During the 1970·s, the major emphasis of the organization 
which was incorporated as private non-profit in 1974,shiited to' 
the prevention of violent juvenile acts, particularly gang related
in the public schools and the community and to the iml?rovemelft of 
communication with parents and the police. 

Initial prevention efforts toward reducing violence in the 
schools included conducting rap group sessions with youth and 
providing in-service traini.ng for teachers. With a grant from 
the Law EnfOrcement Assistance Administration (1978), Sey Y.E.S., 
Inc., under the directorship of its founder V.G. Guinses, ini
tiated a more direct andi'ntergrated approach to combat gang 
violence. 

Community P~o!iZe 

rhe Sey Y.E.S. project serves the South Central Los Angeles 
area with a population of about one million. Blacks account for 
an estimated 70% of the population and Hispanics roughly 25%. 
Whites and Asians together comprise about 5%. The Hispanic popu
lation is increasing at a greater rate than all other area sub
popula tionEi,. 

The age structure of the area's population is 40% under age 
18 (with two-thirds between 11 and 18),55% between 19 and 65, 
and about 5% age 65 and over. 

The socioeconomic status of the area's population is middle
class to economically disadvantaged. A high of 20% of the area 
residents are believed to pe employed in white collar jobs and 
40% in blue collar. It is estimated that 25% receive some form 
of social welfare assistance and about 30% make a living through 
hustling and/or dealing in illegal/immoral activities. 

While a high of 75% of the area's residents are estimated to 
have annual incomes of $10,000 or less, 15% are believed to have 
incomes in excess of $15,000 with 5% being in the $20,000 plus 
category. The income levels pretty 'much reflect the educational 
levels. Less than 25% are believed to be high school dropouts; 
10% are "estimated to be college graduates. 

Preceding page blank 
\\ 
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Basic resources, such as schools, recreation, medical, shop
ping, and potential in~~strial employment sources" are easily 
accessible to area res~d.ents. 

From some indicators, the area can be described as being some
what stable. Home ownership is estimated to be between 25 and 
50%. Youths tend to remain in the area,rather than move away upon 
reaching adulthood or otherwise becoming emancipated. And among 
the area residents, a goodly number represent persons owning 
businesses in the area. It is estimated that between 10 and 25% 
of the business owners reside in the area. 

ProfiZe of Youth In The Pl'ogram 

Sey Y.R.S. serves about 10% of South Central Los Angeles' 
youth population. The following demographics refer only to youth 
in the Sey Y.E.S. program. 

The prevailing cultural norms c.uuong youths are perceived to 
be con&istent with behavioral observations. Youths are thought to 
ascribe strongly to making a living ~hrough hustling, to believe 
in beating the system or in the notion the system owes them some
thing, and to view engaging in illegal/immoral activities for 
financial goals as acceptable or expected behaviors. Likewise, 
youths are not perceived to believe in the value of education as 
a way to a better life. They are thought to consider gang member
ship as being vital to their self-esteem and/or survival. In 
fact, the gang "familyll is described as a major subculture. 

Youth's high school dropout rate is estimated to be between 
15 and 20% \,lith the rate being highest among Hispanics and Blacks, 
estimated at 25 to 30% and 15 to 20%, respectively. Pre-marital 
sexual activity among these adolescents is thought to be at a high 
level across racial groups, while adolescent out-of-wedlock births 
are also considered high but highest among Black youths. Marriages 
among the very young (under l4) are thought to be rare but quite 
co~on among adolescents age 14 and above. 

Families of youths are characterized by high divorce rates 
with no differences observed between racial groups. Intact 
nuclear (10%) and intact extended (5%) families appear to be the 
exception rather than the rule. A high of 75% of the fmnilies are 
estimated to represent one-parent households. 

Generally, program youths are perceived as faring better in 
life than do their parents. Whites and Hispanics are said to do 
somewhat better and Asians and Blacks are thought to be much 
better off. 

Nature of the VioZent Crime ProbZem 

South Central and Central Los Angeles are noted for high crime 
rates, particularly violent crime. The level of juvenile crime is 
said to be high with most being committed by members of youth gangs. 
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Gang violence is believed by project personnel to be,widespread 
and the most critical of 'youth crimes. 

Project staff estimate 'there are about 300 gangs in the 
area although only 15 to 20 are thought to be visibly violent. 
Reportedly, there are some female gangs that often have leaders 
who are more notorious than their male counterparts. The fe
males often carry guns into the schools ,for male gang members. 

The crimes committed by program juveniles tend to represent 
the full ~ange committed by area adul~s. For'male juveniles and 
adults al~ke the mOs;t frequently comm~tted crimes, in the order 
of frequency, are said to be robbery, homicide, drug possession 
~ndsale, assa1Jl t, and ::ape. , Among females, program j1,lveniles 
,C1.nd area adults, the maJor cr~mes commi,tted are 'bt:dieved to be 
robbery, assault, drug possession and sale, and prostitution. 

~ale and female juveniles in the program' are believed to 
,?o~i t mo~<tof ,their cr~me,s within the t~rget community; however, 
-:t ~s proJect ,personnel S Judgment that the more experienced crim
~nals go outs~de the area. The major target of criminal activi
ties'v~ries by ty~e of cri~es. The elderly are thought to be 
th7 pr~me ,target ~n robber~es. As~aults and homicides are per
ce~ved to be targeted at peers, wh~le drug sales is directed to 
peers and the very young. Male juveniles are said not to have 
a specific targ.et for rapes; anyone will do. 

Acco~di~g to project personnel, levels of fear are high. 
However, ~t ~s generally believed that poor people are more aware 
of the crime and the middle class is either unaware or denies 
there is a gang problem. But, it is the contention of project 
personnel that gangs and gang related crimes have been a problem 
of the area since the 1960's. 

Causes of JuveniZe Crimes . , 
V~olent youth gang related crimes are seen as being caused 

by the lack of job opportunities and social activities. The 
chances of,their remainin~ in existence and becoming increasingly 
more volat~le are great w~thout preventive and other conserted 
efforts,that include work with families, the community, schools, 
the pol~ce, and the gangs. . 

II. Description of the Project 

, , Sey Y.E.S. ha~ de'\Teloped various project approa.ches to deter
~n-:ng the underly~ng causes of gang warfare and violence and for 
,?op~~g with that crime. Project elements include: (I) enterven
~ng ~n the formative stages of possibly violent, gang-related 
events on school campuses; (2) helping school personnel prevent 
a~d ~anage gan~-related conflicts and disturbances; and (3) estab
l~s~~~g an e~v~ronment where members' of gangs can interact on a 
pos~t~ve bas~s. 
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A central project component is ?r~5~S ~~terventio~ and con
flict management teams who research ~nd mon~tor gang v~olence,anq 
plan ' tervention/containment activities. Another component ~n
clude~nschoOl workshops designed to transfer Sey Y.E.S. prevention 
skills to teachers, administrators and school personnel. 

Perhaps the most ~nique features of,Sey Y.E.~. project, war
renting brief descript~on, are the peer ~ntervent~on and commu
nication system. Female ex~gang ~embers ,~called the, Angels) ~re 
recruited and trained to serve as 'trouble shooters ~n commun~
cating with gangs and in decreasing their potential for warfare. 
They study the pattern of gang activity in a ?ommunit¥ before 
they are allowed to work on the streets. Through the~r street 
work, i.e. friendly involvement with gang members, they have 
learned of personal and gang related problems and provide Sey 
YES with a direct communication's link to the gangs. The ~ngels 
ais~ help in tutorial, recruitment, and training activities. O~h7r 
peer interventi9n involves male gang, ex-gang, and non~gang aff~l~at
ed leaders and other staff members who are assigned to street 
watch and community affairs "guard" duties. Both the female and 
male peer workers are paid staff. 

Staff members and respected gang and non-gang leaders employ
ed by .Sey Y.E.S. are assigned to over 200 schools or locations in 
the streets, e.g., bus stops, parks, etc., to listen for rumors 
regarding possible gang activity. Rumors are controlled through 
an effective communication system that includes gang leaders, 
the Los Angeles police Department, the Sheriff's Office, the 
District Attorney's Office and the security guards of the school 
system. 

The communication system known as the hotline helps in: 

Coordinating efforts to prevent murders; 

Decreasing police visibility and counter-attack: 

Timing the intervention so more immediate and precise 
(most important); 

Involving gang leaders in stop-gapping their own crises 
(role enhancement). 

Other services include instructing drill teams; holding 'rap ses
sions; monitoring athletic and social events; organizing student 
safety patrols; developing youth job skills; and organizing youth 
and parent nei.ghborhood watc;lhprograms (to help improve pride in 
neighborhood and to increase parental participation in Sey Y.E.S. 
activities). 

III. Legitimizing and Public Awareness Efforts 

V.G. Guinses (the f.ounder of Sey Y.E.S.) is said to have 
conceptualized and started the project in response to the employ
ment n.eeds of youths in the area. Having changed its fo'cus in the 

-164-

I 

ea:1y 1970's to the prevention of violent youth gang related 
cr~~es',effo:ts were entered to seek corporate status. 'The startup 
pe::~od ~s sa~d to have lasted over a period of 4 years ''lith the ., 
maJor problenl encountered being the inability to secure funds to 
to pay staff. 

A Board of Directors, comprised of some staff members 
business'men, and community members, was formed soon after' the 
startup activities began. The Board, which initiallv or 'd d 
mode:ate advice ~n organizational planning and technicalo~~s~stance 
cont7nues to be ~nvolved through regularly scheduled monthl ' 
meet~ngs . -. . y 

Early networking efforts included presenting the project's 
goals and opera~i~nal plans to schools, churches, comro~nity 
groups, and pol~t~cal leaders. Law enforcement and the courts 
were apparently involved later in the program's history when plans 
were fo::mal±zed to seek ~ssistance through LEAA. At any' rate, 
~he pr~Ject currently enJoys the support of community groups 
~nclud~ng l~w enforcement and the courts. In fact, the Los 
Angeles po~~CetDepartme~t and the schools are vital components 
to the proJect s operat~onal plans as was previously noted, 

, The project's c~ncept rests heavily on networking with the 
maJor target group, ~.:., gang members, which it has effectively 
pursued through employ~ng respected current and former gang 
members as' staff and in their inclusion on the Advisory Board. 

,A'vari:t¥ of the project~s activities including the in
serv~ce tra~~~ng ~o te~chers on ways of obtaining and maintaining 
~etter relat~onsh~ps w:th stud:ntsr,the surveillance operations 
~n sCh~ols and strat:g~c locat~ons ~n the community, the link
ages wl-th other s'erv~ce ~;r,?ups, t~e technica~ assistance provided 
other Los Angeles commun~t~es on ~mplementatl.on strategies and 
the practice of hiring staff from the target areas have fu~ther
:d and serve as support of the positive nature of the community 
~nvolvement approach. 

IV. Intervention 

Pr9g~am PhiZ080phy and GoaZs 

Violent youth gang related crimes are seen as being caused 
b~ the lack of job op~o7tunities and social activities and are 
v.;Lewed as the mos·t c;r~ t~cal of all youth crimes in the area. 
The ~;rog:am app:ars to o~erate on the )?remise that youth gangs 
are +nevl.table ~,n an env~ronment whi.ch has' given ;rise to them 
Pond the best course of act~on is not, to ';'Ork toward dismantli'~g 
them but rather the reductl.on of the~r v~olent nature through 
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redirecting their energies and direct crisis intervention 
strategies. 

The stated goal of the project is to reduce gang violence 
through direct and indirect programmatic mea~s. Direct~y',the 
project attempts to avert impending gang act1on. More 7nd1rect 
means include involvement of gang members as staff and 1n the 
informal communications network. 

Target PopuZation 

bue to the nature of the project, i.e., major activities 
accomplished in the streets and other gather~ng places, th~r~ 
is no way to presently determine the exact s1zeand com~os7t~on 
of the target youth population. However, the character1st1cs of 
the estimated 500-1000 plus gang' and non-gang oriented, youth 
receiving more direct services (~uch as employme~t~ssistance, 
st.ipend, cOlll'l:seling, etc.) can serve as genera1.1nd1cators of" 
the characteristics of the target youth populat10n. 

The population of gang and non-gang oriented youth currently 
receiving services are estimate~ ~o be between the ag~s of,8 and , 
21, withanethnic/racia1 compos1t10n 80% Black, 15% H1span1c, 3% AS1an 
and 2% White. Males represent about 70% of the popu1at1on. 

While about 85% of the direct service youth are estimated 
as having had contact with the criminal justice system, about 90% 
are believed to be full-time students. (This breakout, however, 
seems to conflict with the estimated dropout rate of between 
15 and 20%). 

Direct Service youths are believed to have more problems 
tha~ do youths in the general po~ulatio~. Emoti~na1 problems are 
thought to De related to a1ienat10n from the fam11y. Drugs are 
believed to be the. maj~r cause of the mental problems the youths 
elKperience .. D 

Project personn/al indicated that the youth population 
served has undergone significant changes over the years_ More 
females appear to be involved in gang related crimes; youths 
are younger; crimes ,committed are believed to. be of a more 
serious/viole~t natu~e; and the youths, themselves, appear to c 

experience mC!>re family and school related problems .. 

P~og~am ~trateg~e8 

The primary program strategy is to use peer intervention for 
averting potential. gang violence. Other strategies are f~cused 

"on individual problems and personal growth, and on commun1.ty 
awareness' and Change, all with the same goal of preventing gang 
re1at.ed violence.' 
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In addition to gathering infoLmation and communications sys
tem and the peer inter,rention strategies previously described, 
the prog:("am directs attention· to groups in awareness and train
ing efforts and provides individua.1;i.zed services. A brief 
description of each component follows. 

Sey Y.E.S.continues some of the activities in which it 
became involved in .. its beginning days with a crime prevention 
focus. Group counseling and the conduct of·rap sessions in the 
schools and community cen'ters are on-going acti vi ties. In
service training for teachers, w'hich is designed to improve 
s·/::'udenb·t:.eacher relationships as \>lell as to build better methods 
for deaJ.ing '/lith violent outbursts in the r:lassroom, also con
tinues te, be one of the s.ervices provided. 

Some other program activities, all of which assume a lower 
priority than crisis intervention effqrts, focus on individual 
n.eeds. The~,'e include job preparation, job placement within the 
organizations, leadersh:i,p training, recreation, tutoring, and 
ut;i.lizing parents and youths for neighborhood watch. 

Case Management and Tzoaaking 

Project personnel indicate that no formal intake procedures 
are established. They contend that they attempt to help anyone 
who has a problem and seeks the programts assistance. Each 
such participant completes an application and it and any additional 
information would be subsequently added to the general files. ' 
According to project staff, the program does not determine when 
participants no longer need the services of the program; rather" 
participants come and go depending on their individual needs. 

Obviously, nO in-house case management and tracking of program 
participants would be appropriate or functional in relation to the 
tremendously large number of youths who may be impacted by some of 
the prog~am efforts but who do not actually come into what can be' 
Qefined as one-to-one program contact. Case management, in the 
strictest sense, for female and male peer. staff who perform most 
of their goal-oriented work in the field would be and probably has 
been considered meaningless. 

V. Organization 

staff Struatuzoe and P!'og!'am Management 

Sey Y.E.S. employs six (6) full~time paid adult staff members: 
(1) a director, (2) a deputy director, (3) a crisis intervention 
supervisor, (4) an administrative manager, (5) a program coordinator( 
and (6) an executive secretary. About 40-80 youth receive minimum 
wage stipends. 
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The director and adreinistrative staff a;·re responsible for 
final program cecisions. RO\\1eVer, the B<;>iard of f.1ir~ctors pro
vides policy input and overall leadershl.Pi the ABvl.sory Board 
provides input (of an unspecified nature) i ana vouth partici
pants are said to assist in planning such activities as dances, 
field trips, etc. 

Planning/staff meetings are said to be conducted on a 
regular basis for the purposes of reviewing plans/progress and 
chanqincr strategies when considered necessary. (There is no 
indication that youth staff are involved in this organizational 
aspect) . 

As previously indicated, a system for case management and 
tracking. program participants is not in place i hO'\'Tever, a fiscal 
accounting system is established. 

Funding 

Sey Y. E. S. is currently fundecl. through the Office of Crimina.l 
Justice and Planning in Sacramento (at an unspecified level). The 
funds are guaranteed until December of 1981 at the current level. 

According to project personnel, program funds fluctuate 
depending on funding source; hO\<Tever, it is estimated that ap
proximately $350,000 are needed annually to operate the compre
hensive and integratea approach to the reduction/prevention of 
violent· ga~g related crimes. 

In relation to capacity-building, cooperative linkages have 
just recently been initiated with the Compton Action Center 
and Consortia (Youth School). It is thought that this relation
ship will enhance the progra~m's capacities. However, available 
information does not describe the nature of the Center nor the 
cooperative relationship. 

.' . 

VI. §yaluation 

Estimated Cost of Sepviae EZements 

Data relevant to the pattern of service utilization, staff 
allocation, and budgetary allocations are inadequate to allow 
making dollar estimates of program elements. However Ie some gross 
statements can be made from considering the following utiliza
tion pattern and the general nature of service elements. 

>./j 
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Level of Delivery 
utilization How-staffed Mode 

Service 
Element High Med. Low Paid Volunteer Group One-to-One --,,-
Crisis 
Intervention x x x x x 

Athletic 
Monitoring x x x x x 

Teacher 
Training x .... x X .n. 

Neighborhood 
Watch x x x x 

Budget allocations for each of the service components were 
not available. In conjunction with the utilization-pattern out,
lined above,. a gross estimate ~f service costs might have been 
possible. For example, the utilization pattern is the exact same 
for crisis intervention and athletic monitoring. Budgetarily, 
one would surmise that costs for the 24-hour telephone equip
rrrent, telephone monthly service charge, etc., over against no 
such major costs in the athletic monitoring would result in 
the crisis intervention componen.t being more costly from a 
budgetary standpoint. Additionally, while both components 
were rated similarly regarding utilization and staffing pattern, 
one has to b~lieve that a 24-hour service involves a signifi
cantly higher level of utilization by the service-based population 
and consequently more staff-time. 

Detepmining the Quality of Sepviaes 

To ensure effective staff performance, project personnel 
indicated that a first con&ideration is th~t staff are endemic 
to the service areas. Crisis interveners and athletic monitors, 
in particUlar, are said to be "street" wise and t<? understand 
the dynamics of the gang phenomenon. Project personnel contend 
that staff evaluations are conducted every six (6) months. In 
addition, staff members are required to submit reports according 
to written guidelines. 

A close study of provided evaluation forms indicates that 
a highly detailed and formalized internal system of evaluating 
program effectiveness in relation to wo~kshops and training pro
vided and crisis intervention/conflict resolution efforts.are 
in place. In regard to the former, forms have been developed to 
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assess needs prior to the conduct of the training as well as for 
the evaluation of the training provid~d. Similar evaluation 
procedures are utilized for rap s7s~i~ns. FOr youths who p~rti
cipate in some of the several act~v~t~es sponsored by Sey Y.E.S., 
'e.g., rap sessions, athletic program, drill team, and modern 
dance, an evaluation foro. ;is pro'V';ided to the youthl'S parents. 

Attempts at the evaluation of thecprogram's effectiveness 
in averting gang violence at school sponsored events are accom
plished through a pre-event assessment of the potential for vio
lence and a monitoring of the occurrence of incidents at such 
functions. While there is no way to determine the extent to 
w~ich the program's activities influence the outcome of poten
tially violent situations, the program does have gross yardsticks 
regarding the occurrence (increase/decrease over a period of 
time) of violent events. 

VII. Summary Statement 

Gang violence appears .to be a way of life in the target area 
described as spanning the socio-economic gamut from the middle 
class to the eponomically a.isadvantaged. Whi 1e Blacks account for 
the overwhe~ing majority of the population, the area is said to 
be in flux, in part,due to an increasing Hispanic population. 

Gang violence has been a youth phenomenon to which Sey Y.E.S. 
has aedressed much of.its efforts over the life of the program, 
initially through job training and employment and more recently 
through more direct efforts to prevent vio~ent juvenile acts. 

Sey Y.E.S. has developed viable linkages with area schools 
and law enforcement agencies who assist them in their attempts 
to reduce gang violence. High consideration is given to strate
gies that focus on group needs (as opposed to individual needs). 
However, there is no indication that project strategies are 
tied to a theorized cause of gang violent crime, nor that the 
policies and practi.ces of area inst;i tutions are targets for change. 

One of the major strengths of the program appears to be 
its heavy utilization of members of street gangs to effect the 
behaviors of youths who are thought to be prone to violent acts. 
The overall approach to the youth's involvement, however, appears 
to be heavily oriented toward crisis resolution rather than having 
the intent of long-term impact on youths' behaviors. In addition 
to the crisis-oriented \'lOrk, the program provides ind.ividualized 
services to between 500-1,000 youths annually. 
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There,is much to be said for th7 program's involvement with 
thegommun~~y,through,board membersh~p, planned activities for 
YOUblS, tra~n1.ng sess~ons, community organizations and directed 
efforts to avert violent gang crimes, primarily, through youths 
who are former gang members. 
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Wynwood Youth Center~ Inc. 
273 Northwest 29th Street 
Miami, Florida 33127 
Project Director: Jorge Bantista 
Telephone: (305) 688-3236 

I. Context of the Project 

OpganizationaZ AffiZiation 

The Wynwood Youth Center, Inc. is a private non-profit 
organization that, prior to assuming its current corporate 
status in June of 1980, was an affiliate of the Miami Dade 
Community College for four years. The program was operated 
by the New World Center under the supervision of the Dade
Miami Criminal Justice Council and funded by. a 5 year grant 
from Community Development funds. Presently, the Center is 
administered by a community board and is monitored by the 
Criminal Justice Council. 

Community Profile 

From its beginning, the Center has served youths in the 
Wynwood area of Miami. This densely populated area, representing 
a variety of ethnic groups af which Hispanics represent about 
three-fourths of the residents, is surrounded by Calmer to the 
south which is inhabited predominantly by Blacks, Alleatha to 
the west with Blacks and Hispanics, and Li ttl,e Haiti to the 
north with a mixed population of Haitians, BJJ:l.cks, and Hispanics. 

While about 50% of the residents are estim,~ted to be 
employed and as laborers, 75% are thought to be\.rreceiving some 
form of welfare. A high percentage of "the employed and the 
unemployed reportedly make Qi living hustling and/or through 
illegal/immoral activities. 

Of the area's population, approximately 35% are believed to 
be between the age of 11 and 18. For this young aged group, the 
conmunity is sorely lacking in or virtually inaccessible to 
several resources considered basic to wholesome and/or educa
tional development of youths. Falling in this category are 
high schools, vocational/technical schools, and recreational 
facilities such as Y's,' Boys Clubs, etc. 

Youths in the community appear to be vulnerable to many 
forces that can be unsettling. About half of the families in the 
community are single-parent households. Project personnel believe 
tha t adults, as well as do youths" in the community, hold high re.
gard for involvement in illegal and/or immoral activities for 
financials goals, hustling as an acceptable way of making a 
living, and beating the system. 

':': 
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Given this environment, it isn1t surprising that youths 
tend to dropout of school. Among high school stUdents, the 
overall dropout rat1e is estimated at about 30% with the rate 
being about 50% among Hispanic youths and lowest among White 
youths. 

To compound the problems of dropout, out-of wedlock births 
to adolescent mothers is at a high level with their being more 
prevalent among Hispanic youths. 

When considering the cultural context of the community, it 
is understandable that the community is not conducive to inter
generational upwaro mobility. Whites and Hispanics are thought 
to fare about the same as their parents, while Blacks are 
usually worse off. 

As noted earlier, the community is characterized by high 
level of unemployment and a high percent of welfare recipients. 
Among the employed, general labor is the major occupation. Ex
pected1y, only about 15% of the residents have an annual income 
of at least ten thousand do11ars~ In relation to the County at 
large, the median income level for residents of Wynwood is appro
ximately two-thirds the median county income. 

From the standpoint of across gen~~ationa1 inhabitancy, the 
communi ty can be considered a stable on~'~\ Emancipated children 
do not tend to move away. However, from ~ti11 other indicators 
the Wynwood area is far from being a stabl~ community; families 
are not generally home owners; they tend to~\be somewhat transient, 
L e., moving from dwelling to dwelling; and \\;the intact nuclear 
family appears to be the exception rather than the rule. 

Nature of the VioZent Orime Prob Zem --

The Wynwood community represents the highest crime area in 
Miami. The adult "criminal" population, as well as the juvenile, 
make the problem of crime the major problem of the community. 
According to project personnel, adult males are more likely to 
be involved in drug sale; the male juveniles a.re more likely to 
be involved in breaking-ins and entering. Other types of crimes 
believed to be committed by male juveniles, in the order of 
frequency, are robbery, dr~~ sale; assaults, and gang violence. 

Female juveniles, like their male counterparts, commit gang 
violence. Both female juveniles and adult fiemales engage in 
prostitution and in the sale of drugs. 

Significantly, crimes by Wynwood youths are most often com
mitted within the community with the elderly residents being 
the most frequent target of break-ins, robbery, and assaults. 
Gang violence is targeted to peers, while the major target for 
drug sales are most often "outsiders. 1I 
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Drug traffic, break-ins, robbery, assaults and vandalism 
are described as being part of Wynwood social environment. Resi
dents in the community can be said to live in fear of harm to 
their person and/or property. Some are afraid to walk in the 
streets even in the middle of the day. Outsiders hesitate to 
enter the area for business purposes. 

Causes of JuveniZe Crimes 

According to Center Staff, the major causes of juvenile 
crimes are emotional problems of the family, economic deprivation 
youths encounter, and concomitant idle time. A high percent of 
the children live in single parent homes with the parent sometimes 
working extra hours to support the families. The youths are 
seen as generally unsupervised and lack nurturing and attention 
within their large families. 

II. Description of the Project 

They Wynwood Youth Center is a project that sets out to help 
youths develop a positive self concept, to learn of and become 
exposed to healthier and more enriching experiences than those 
to which they are exposed in their living environments, and to 
provide educational and job training/placement opportunities. 

The project1s focus and activities are a carryover of th~ 
Center1s work for four years as an affiliate of the Miami Dade 
Community College. The project became community based in order 
to become, a more constru'cti ve and more direct response to the 
problems'facing youths in the community. 

The major goal of the project is to reach youths before they 
become involved in delinquency and criminal behaviors. As such 
the program is open to youths as young as age 8. Most of the 
youths have not been involved with the law. 

Direct services provided include counseling, cultural en
richment experiences, and structured recreation. Educational 
and job training/placement opportunities are offered through 
referral services. Youths may remain in the program until they 
are positively place in school or are employed. 

III. Legi~imizing and Public Awareness Efforts 

The Miami-Dade Community College, in cooperation with com
munity leaders, started the Center as a community development 
crime prevention project. The move from City College was con
sidered a constructive response to the problems facing Wynwood 
youths and it was believed that a community-based, non-profit 
organization would provide the best organizational framework. 
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,Early on in the project, staff involved the cORmtunity by 
for.m~ng a comm~nity board that provided input and needed support 
a~d by present~~g the goals ~nd,operational plans to representa
t~ves of the maJor systems w~th~n the community, i.e., law 
enf?r~ement, cour~s, schools, churches, community groups, and 
pol~t~cal leaders. 

. T~e program t~ok about 5 to 6,months to become fully opera
t~ve w~th what proJect staff descr~bed as a known impact on the 
community. While staff, community members, and participants 
work7d ~ll summer in renovating the building donated by the city 
of M~am~, the p:oblems encountered that were considered of major 
conse~uence dur~ng start-up were the lack of staff, the lack of 
exper~ence, and the lack of transportation. 

Since its inception, the Center has actively sought and re
ceived the ~upport of the community's systems and organizations. 
The Center ~s granted use of local school auditorium for drama 
classes and theatrical productions. Services not available 
through the Center might be provided participants through re
ferrals to social service agencies which are made possible 
t~o~gh the project's memb7rship on an Interagency Council con
s~st~ng of a number of soc~al service agencies. 

.T~e Community Board, made up of prominent citizens, parents, 
par~~c~pants, law enforcement officials, and merchants, remains 
a v~able component that holds regularly scheduled monthly meet
ings. 

IV. Intervention 

Program Phi~osophy and Goa~8 

As a community based youth crime prevention program the 
Center's goal is to reach youths before they become involved in 
delinq~en~ and cr~inal behaviors. Heavy emphasis is placed 
on des~gn~ng and Lmplementing activities in which youths can be 
engaged to enhance their self concept and to become aware of 
constructive alternatives to existing ones in their community. 
The program rests on the philosophy that the enhancement of self 
c?ncept with.conc~mitant constructive alternatives for existing 
I1fe style s~tuat~ons lead to more productive adults. 

~arget Poputation 

The project primarily serves Hispanic youths; however, a 
few Whites and Blacks are in the program. While the project 
reportedly serves approximately 700 youths betw~en 8 and 21 
per ~e~r, the average age is 14 to 15 years of age. The 
part~c~pant population represents about 70% males~ Most have 
not been involved with the law but are considered high risk. 

Only about 5%, first offender referred by the Department of 
Health and Rehabilitative Services (HRS), are involved with the 
criminal justice system. 

Ab'out 60% of the youths are, or were, school dropouts. 
Undoubtedly; the high dropout rate contributes in large measure 
to the high percent of the older youths who are unemployed/ 
and/or unemployable. 

Youths in the project are thought to suffer from emotional 
problems much more than the population at large. Project staff 
determined that about 90% of their participants manifest emo
tional problems stemming primarily from the lack of parental 
attention. 

The project has noted changes in the population of youths 
served over the years. The male-female ratio has remained 
pretty much the samej however, youths tend to be younger, in
volved in more serious crimes, and have more family and school 
related problems. 

Pll ogram St;rateg'ies 

Cm:e a:irect services of the Center include counseling 
(individual, group, and family), structured recreation, 
cultural enrichment activities (arts, crafts, drama, music) and 
workshops. Referral services coordinated by the Center include 
job placement, training and educational opportunities and coun
seling. 

One of the unique aspects of the Center's work is the 
Street Theater project. Using ~~e psychodrama approach, in 
which youths act out situations occurring in the community, 
the Center educates youths generally, helps develop a sense of 
creativity, and opens new avenues for future jobs/careers. 

Case Management and Traaking 

The major eligibility requirement, in addition to age range 
and pre-delinquent status, is that youths come from low income 
families. A counselor or community aide conducts the intake 
process, a part of which involves an assessment of needs. The 
needs assessment is designed to obtain income and employment 
related data on the family and to determine major problems the 
youths and their families may be experiencing. 

Services to youths are said to be provided on the basis of 
a case plan which is developed conjointly by the project director 
and a counselor. Participants are assigned to staff by the pro
ject director who is guided by experience and sex of the workers 
in relation to. the needs of the participants. 
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While there is not a single person in each case who has the 
overall responsibility for the youth, the counselor has the 
major responsibility fo~ counseling youths and coordinati~9 inte~
agency referrals and follow-through for youths in the project 
who have service needs not directly provided by the project. 
The integration of the total service plan is realized through a 

team approach. 
The project attempts to encourage youths to remain in the 

program through rewards given for good behaviors, e.g., field 
trips. Youths are required to attend school regularly or to 
obtain training and/or employment in order to remain in the 

program. 
The individualized program elements include counseling and 

job placement. And it is when youths are positively placed in 
school or employment that the Center determines the youths no 
longer need its services. After the youths leave the program, 
the Center attempts to maintain contact through telephone follow-

up. 

V. Organization 

staff struature and Program Management 

The Center is staffed by a program director/coordinator, a 
counselor, two (2) community aides, and a secretary. The program 
is administered by a community board, representing broad-based 
community involvement, and is monitored by the Dade-Miami Crimina~ 
Justice council. The board provides policy direction and leader-

ship. 
The program director, in addition to being responsible for 

organizational-decision making, has the major responsibility 
for coordinating intake, counseling and evaluation of program 
components. The director acts as liaison with the community . 
social service agencies contributing to the program's operations. 
Additional responsibilities include the supervision of staff 
and preparing activity reports. specific program ':"'1·1anning and 
problem solving are accomplished by the staff at regularly sche
duled staff meetings. participants' input is used in planning 

some activities. 
In the director's absence, the counselor through formal 

organizational procedures assumes the responsibility for admin
istrative decision making. Additionally, the counselor' has 
the up front day-to-day responsibility for intake, referral 
services, and for program activities for youths. 
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, ,The Center utilizes services of ' bl-ll~gual and bi-cultural volunt p~ofesslona1, experienced 
carrylng out its cultural enhan eer~ rom the coromunity in ' 
the major decisions regarding s~~me~ ttrograms. For example m~de by the director; however a ~e 1 eater productions are' 
vldes expertise. ,oca professional actor pro-

A fo1d7r, including intake/a ' 
up an~ termlnation forms, is mai ~s7ss~ent lnformation, fo11ow-
All fl1es are kept locked and ar~ aln71 on each participant. aval able to project staff . 

Funding 

The Center has operated on a~d approximately an equal amoun~ ~ot~l ac::tua1 budget of $39,000 
~:de~ hthroUgh the Dade County comm~~i ~n-kllld services. Funds pro
. lam: ave expired (however -Communit y Development and City of 
J?rovlded an additional $12 000 " y J?eve1opment has recent1 
lng until October 31 1 ' • ,ThlS wl11 keep the ro y 
are expected to last'un~~i'AU~~~~e~fg~;~i)~ by priva~e ~~~a~l:;at-

T<? augment .. the small operat·' extenslve use of community lng budget, the Center has mad 
to enha ' t resources faci1i t ' e ~ , nce i s o\'ln capabilities F' ~ les, and volunteers 
s.erVlces are provided by a th· or ::nstance, transportation no er organlzation. ' 

Changes in the Projeat 

The Wynwood Youth Center has 
t;0n-profit organization. In the oa sho:-t his~ory as a private, 
ltS corporate status and indep d ne yea~ perlod since gaining 
~ollege, the staff, pa.rtici an~n ence from the Miami Dade Communit 
renovated the dwelling donaied ~ a~~ V(.:>;u~teers have completely y 

" y e C ...... ty to house the Center. 

~he maJor focus of the ro • ' cally the same as when it wa~ f~ram s actlvities remains basi-
A~ a community-based pro ram t 1rst started at the College. 
~lrec~,and referral servIces I It h~ cebnter has expanded the 
1 ts fll:.l3t year.. as een able to provide during 

VI. Seitvi'ce Evaluation 

Esti.:mated Costs of Serviaes EZements 
,. 

It it .. d'ff' "'l 1 lcu1 t if not v'irtu ] l' , c<?mponent ;'pervices in a total d' a. Y 7mposslb1e, to cost out 
glven to oyer-lap in roles of lverslfled program especia11 participan~ utilization tstaff, the fluctuation in Y 
tant to pro':grams operatin= ~i thHOwev~r, it is expecia11y impor
cost estimates. Program modifi s~~n, resources to make some 
assessmentsi~ ca lons often depend on such 
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Germane to making determinations which could relate to pro
gram modifications, including thf~ question of continuation/dis
continuation, program decision-makers were asked to view their 
major' activities from the standpoint of level of utilization 
and staffing pattern in terms of paid versus volunteer staff 
and group versus one-to-one participant-staff modes of interaction. 

All things being equal, which they nev'er are, one could 
surmise in a general sense that any activity that is highly 
utilized by participants, depends only on paid staff. involvement, 
and requires one-to-one interaction would be a more costly pro
gram element relative to other elements. Of the activities 
offered through the Center, counseling meets the above criteria 
with group interaction also being required. Recreational activi
ties, including sports and self defense were also at a high l~vel 
of utilization. However, volunteer staff are used and the 
activities are conducted in groups. Both field trips and drama 
were at a medium level of utilization, supervised by paid and 
volunteer staff, and are group functions. 

Based on staff requirements, the counseling component might 
be considered the most costly. Beyond factors related to staff 
utilization, is the nature of the component services in relation 
to actual budgetary outlays that must be considered. In the 
overall budget, participant activities account for an estimated 
45% of the program cost·s. This compares to 40% allocated for 
staff. While specifics were not provided regarding allocations 
for which of the activities, we might venture a guess that the 
majority of such costs would be incurred in the cultural enrich
ment component. At any rate, outlays for participants activi
ties, including staff requirements to conduct same, are the 
most costly of the budgeted items. In relation to the total 
budget, participants' activities appear to reprasent the most 
costly program element. 

Determining QuaZity of Serviaes 

To attempt to ensure the delivery of quality/effective ser
vices, the program provides internal staff training and uses 
weekly staff meetings.for charting performance and progress. 
The~e was no mention of the nature of the training nor of who 
provides it. , 

In order to determine the. quality/effectiveness of the 
service program, the Center staff indicates it makes use of 
in-house evaluation mechanisms and performance indicators. 
When youths enter the project, they are evaluated and a nee,~8 
assessment ,is conducted. Progress reports are maintained on 
each participant/family. While termination reports a~e consi
dered valuable, they are conducted on a limited basis due to 
lack of s'taff. Available data are said to be used as a means 
of evaluating the performance of the proj'ect and' staff. 
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.:he Cente: has inst~tuted.pr9cedures for acquiring feedback 
from :~e commun1ty regard1ng perception of the quality and 
effect1ve~ess of the project. Formal and written communications 
character1ze the feedback process with families, schools, and 
law.e~forcement and c~urts when they are involved. Contact with 
fam1l1es and schools 1S made on a regular basis. There is not 
a formal process for communica'cing with employing agencies. 

In addition to in-house efforts to ensure the provi;ion of 
~ualit~ services and ~echanisms to determine same, the project 
1S mon1tored by the C1ty quarterly and annually. 

VII. Summary Statement 

The Wynwood community is a classic e~ample of an environ
m~nt that tends to be conducive to youths turning to serious/ 

. v10lent crimes. The community is described as a multi-ethnic 
low-income area that is characterized by prevailing positive ' 
attitudes toward involvement in illegal and/or immoral activities 
f~r,financial goals, hustling as an acceptable way of making a 
11v~ngeven for adults" "beating" the system in general and 
such adult a.nd juvenile activities as drug abuse and sales 
prostitution, and committing more serious forms of criminal-' 
behaviors. To add to t!lis dis.mal picture, the community lacks 
some basic resources that could serve as a counter-balancing 
~orce. In addition to ~h~ nature of the community, the family 
1S not generally a stab1l1zer in youths' lives. An estimated 
half of the families represent Qne-parent households; a similar 
percentage are believed to be receiving some form of social 
welfare; and unemployment is high. 

~ile it is early in the Center's history and no evaluative 
data ex1st to reflect the extent of the-effectiveness of the 
program's activities, the mere implementation of the Wynwood 
Center within. the communit:r can be viewed as a positive step 
toward effect1ng a change 1n the lives of youths. The actual 
start-up activities involved mobilizing the stable factor in 
t~e community. Early on in the project, a broad-based commu
n1ty board was formed and linkages developed with major systems 
~n~ organizations within the community. such networking activ-
1t1es have enhanced the Center's capabilities to provide direct 
and referral services. 

program~pa~ticipants were involved throughout the summer 
in renovating the building donated by the city to house the 
Center. 

The Center's intervention strategies to effect its major 
goal of primary prevention relate to the perceived cause of 
juvenile crimes; namely, emotional problems of the family, 
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economic deprivation, and youths' idleness. Only a small percent 
(referrals from the "Department of Health and Rehabilitative 
Services) of the youths served have or have had involvement 
with the criminal justice system. The Center designs its pro
gram to serve youths as young as age 8. 

Counseling (individual, groups, and family) is considered 
the most important component of the program. Second in impor
tance is the recreational program. The program appears to have 
the makings for the potential to improve the conditions of 
youths through many ways, among which are: 1) providing awareness 
of alternatives to their current life style through the cultural 
enrichment program, 2) expanding potential job/career develop
ment through referrals and the street theater productions, 
3) providing wholesome activities that would not otherwise be 
available due to their non-existence in or inaccessibility to 
the community, and 4l making school attendance or training and/or 
employment a requirement for program participati9n. 

The major problems that surface from this assessment of the 
Wynwood Program relate to severely limited funds and staff, 
inadequate'program evaluation procedures, and insafficient case 
management and follow-upo 
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SUGGESTED READINGS 

These suggested reading~ have been divided into four 
sections: 

I. Work with,Organizatons or Institutions 

II. Work with Interpersonal Systems 

III.' Work with Community 

IV. Additional references thlltproved helpful ,in the 
analysis 

Authors are listed in that section of the sugge~ted read
ings which represents their major ~."phasis. In some cases, how
ever, the· same author is included in more than one section because 
of the multiple focus of his work. 
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