. . A ~ Ifyou have issues viewing or accessing this file contact us at NCJRS.gov.

National Crimina! Justice Reference Service

This microfiche was produced from documents received for
inclusion in the NCJRS data base. Since NCJRS cannot exercise
control over the physical condition of the documents submitted,
the individual frame quality will vary. The resolution chart on
this frame may be used to evaluate the document quality.

e Jlzs | ;

flogmz
=ik
i

ER
4
FE

m"% B | » f | e | An Anal)’ﬁc Assessment of
| — = - o B N} Community Based
| ﬂﬂlé N . » ‘ | : S g Program Approaches to

e A e L i e R

‘The Prevention of
Serious and Violent
MICROCOPY RESOLUTION TEST CHART
‘ Nf\TIONAL ?UREAU OF 'STANDARDS-1963-A

e Microﬁlrhing prbcedures used to create this fiche comply with

Q ~ the standards set forth in 41CFR 101-11.504.

{; ' Points of view or opinions sta,ted‘in this document are

L those of the author(s) and do not represent the official

: g position or policies of the U. S. Department of Justice.

National Institute of Justice ,
United States Department of Justice
Washington, D. C. 20531

s i g 25 e g s T s T il e
B "‘”’g’:“, s *
7 .




e e RN TR B T TR

hRY
Prmm———_—

| oM
CRIME Ej
PREVENTION

'An Analytic Assessment of
. C,ommlmity Based | ;)' .
I’rogram Approachesto — |
“The Preventionof = | - F
- Serious and Violent B
"~ Urban Juvenile Crime |- | RS




e R

. [
. i
)
|
i
|
J . ' . Cy - 5
o , ’ o . COMMUNIT
’ . ‘ : ‘ . T INTION
| | . R = ‘ An An
= . ‘ : COmItmnlty gig:écPASSesSment Oof
i : : rogr .
To gram App ,
: Serious Ahgh;’iglieVentJ_on g froaches . |
nile Cr 3 :
. ' ime ; '
s ! }\ :
i 4 Edited BY
brodect Ty raer Sty
: offend r, Viole '
i e nt
: ’ : r (R&D) Program, ggzinlle §
; o Ly 4 Ix
Glox:
; li- f Wheatley Jackson
; rogram Analyst n‘
S PR v oer 1981
. . u.s. be ;artment of Justlce , ’ _
: Natuonal Institute O! of Justice 1 Mj_r o . y
This document has been 1epro oduced exactly as received’from the 2 ; anda and AS' Cel ‘ ‘ v
; 4340 sociate
erson or orgamzauon origmatmg it. Points ¢ of view OF opinions stated e o E ast West s, Inc., ’
in this documen nt are those of the authors al and don necessany ) . . P nghw ay - .
represent the oﬁncua\ posmon or pohcnes of the Natuonal Institute of Bethes da ;\Jlte 906 : e o
LR PN Justice. : , 1ary1a : :
b e ' R g Permnssmn to reproduce this copyrighled material has:heen (301) 656~ 8684 Ql4~ S : : v . R LR
PN R S " MIRANDA ASSOC]'.ATES INC. " S IR RS e it
‘ . N ‘L - tothe Nahonal Criminal Justice Reference Semce (NCJRS) Y "
* Furlher reproducnon outside o{ the NCJRS system requires permls ) °
sion of the copynqm owner. .’ ‘ : ‘ ! ot
2 Bt
: o : o P : AT
¥



o s kb8 e A AR ST 8 S

i i e s

‘Prepared under Contract. Number J LEAA-081-80 from the Office of Juvenﬂe Justice and

1ing Prave sistance Administration U.8. Department of
ot o, L o s &Ajcument are thogeof the’ authors a.nd‘ do not. .

Justice. Points of view or opiniots e les ofthe TS, Depa.rtment of Justice

nacessarily represent ofﬂciel positions or policie

@ CQPyright 1981 . .

| 7?L4m¢k__ dhd9 Aé;d%adﬁz:- ’Q<—

/““\, E

to repmduca, pubnsh S
e La.w Enforcement Assist.a.nee Administration reserves t.he right
ltI..rhanslabe or otherwise use and to authorize others to publish and use, 8.11 or any part. of t.he» ;

. copyrightad materials contaified in t:nis publication. Ll

S O Y

 CHAPTER 2: N“THOD AND PROCEDURES...,......................

NCI R S
TABLE OF CONTENTS
; FER 2% oy
FOREWORD.....................................................
ACOUISITIONS

CHAPTER L1: OVERVIEW. e seussunssennnnnnsnnssnsaseenssnscnsns

Introduction: Purpose and Organization of »
the RepOrt...cccireietecoceenocsecssesseeasoascnssannssns
Brief Review of Current Theory Concerning the
" Causes Of YOouth Crime.....cceveevenceceaesessonsonnans
Labeling TheOrY..coceseesssvissssssoesossseasoasscncs
Strain and Opportunity Theories......eesecececvccss
Bonding TheOorieS. . veecicsnessessosesessasoncsninnans
Implications of Current Theory: A Need for
a Renewed Emphasis Upon Prevention.......c.ceeeeee..
The Basic Components for Operationalizing ;
Youth Crime Prevention PrOgramS......ceeecececess
Summary Remarks........,.................,............

Identification and Selection of Projects;......;}.....
Study ProjeCtSiceeeeeinssrassssssosnsosssesscesncsonsese
Points of Emphasis and Consideration.......c.c.e.ceceennn

e s v es 00 e

CHAPTER 3: ANALYSIS OF THE PROJECTS teveeecaosnsasna

Conceptual Framework for the Analysis.........
Assessment of Project Approaches to the Role
of the COMMUNItY.eesevecenseosnenansnsannens
Establishing Credibility.i.eeeeeinesacnes
Involving the Community in Program
Development and Administration.........
Use .of the Community in Prevention
Act1v1t1es..........,..................
Assessment. of Project Patterns of Youth.
Involvement.................................
Establishing Street Credibility..".......
.- Involving Youths 'in Project Development
. and Admlnlstratlon......................,........
. "Use of Youths in Community Prevention
" Activities. cetsaeerseiesiceraiersanacsensanansnns
‘Assessment of Project Prevention Strategy ,
’ Emghases...........................,..................
Prevention Goals and Focus: Individual
Remediation/Changing Community Condi-

tlonS.-..-..a..-.-.....--..‘.....-.....-.-.--.-.--

' Recognltlon ‘and Responsiveness to Changlng

LI AN B B I A

s 0 0 s’ee ose

®s 0. 6.0 0 ¢ v o8

Community NE@dS. oo oo ssoernveensassssanessnnanons.

- Transferrlng Prevention Technical Skills to ‘the
’ COmunltY.\.;.-.o.----ooo-u.vou-ncu..t---oou-.no--

e
H.v . .
e

Soar :

ae ¥

Page

vii

35
36

36

38

40
41

e

R T PR T




Recommendation 4.....:icec0cee.
Recommendation S5...csceeeesen
Recommendation 6...cveeeevewe
Recommendation 7....¢ceececeves
Recommendation 8...ceeseese..
Recommendation J...ee.ereceess

Association House of Chicago
Belafonte Tacolcy Cenger,ylnc.

Centro De Cambio

Richmond-Perrine Optimist Club

-5

v

Preceding page blank

CHAPTER 5: DESCRIPTION OF THE PROJECTS...

CHAPTER 4: CONCLUSIONS.....ecevecoscecansas

Introduction.....«.. Ceeees et esecuenoeas
Observations Concerning Project Goal
Focus and Clarity...... e sseseenanes
Recommendations
Recommendation l...........0000n
Recommendation Z2.....ceseeeencess
Recommendation 3.c.ceeececsceessns

Youth and Family Intervention Project..
The Outdoor Challenge‘Program.,,.......

Community Assistance Team Project......
House Of UMOJA, INC.iieneeencconsannens
Humbolt Park Project/Safer Foundation......
Inner City Roundtable of Youth, Inc.

(XCRY)

REAGH OUL, TNC. vt vrennesecnsesonecosennnses
Real Alternatives Program, Inc, (RAP)......

Perrine Crime Prevention Program...........
Service for Asian-American Youth (SAAY)....
Sey Y.E.S., Inc. (Youth Enterprise Society)

Wynwood Youth Center, InC......ciieevennsnns

FOOTNOTES « ¢ 2 o v s e s s aonsioseanncesensonsnenneaenis

SUGGESTED READINGS . -« s e v veentvnsennnneinseneennn

48
49
49
52
52
52
53

57

59

71

81
91
101
113
125
131

141
153
l6l
173

183
185

ks
REERSCAA




i
]
E

: Preceding page‘ blank_f o

S T e ey S 2

=3 iW 0.0 uddpaldesW (oFOREYORDI yonsupniled soizaul solinm
wanzlvbA prinellol odt Yo sonsteisas brs emit eldsylsv s
=i peod ovarl Hlrow dxow 3rsupsedus odd o doum | swedmem L. .
Crime&reonini ttedrbyd jufreniless 00t padqrePresent apaew S0Cial,
probliem;hoyeveryojuveniles Cimeq appesysy tos bersore, PALVASIVE. .
and motreisstionsd/ violends teday, thehe evesibeforery+OFf particuiar |
con'de¥ridnt manyi iconiuhd td sy i dsnthexsendencys fom: youth erime o .
represent. groupjgang! actdongd andl tof dneressioy lypdsvelye more;. -
regulay) usesofsdangereous, veaponsdorssasi UODM |\sisivozas dowse: -
«iBBEA JelgozmiovsaasM aoteod \dFuoY (sTsvif Ansyd boe :
10 Thet seriousnessiefdthev-jawehideoerdep prebilem has: haen .., -
recognized:by* Congressyasoa pxrobdem ofinaddeonal sdondfdcange.
demanding:ponterted! atcentionrby thel fhvenidergnstdge system.
The: faonéerns, ©f "CohgressaweterTeinforsed insdhend97;and 1980 . -
2mendméntsl 46 thexduven leo Jushicerbad Déldnauenays Prenention i x
Act off9MMueaol) lovasM smolddal {xlidsdsM sidtayd idalaxod wheus
subpood ascdib | (Insdloencd) donsxd sivid .xd ;siutitenl &
- yopsThe Preventionof) Viclesd: suwenides Colney Reparam :PVICR) v
which is funded by the Office, afsdryenidepdusidee. and Pelinguency
Prevention (OJJDP), U.S. Department of Justice, represents part

two wE0ITDRY: s Mied enkt Jmivenliskes OffietflesiReseangh and: Develop-

SUifl
35

i
L4

Wl I

ment!:Program: designedsto aespondhsdim patl, tb they Congressional ;
~mahddte setiforkh dde the Avendimenimdge the 3874 AGlashrogasy wdt - -
=Rden Hos jesnscinidvsg msrpoxg (Iisde xisdt bodtiziv ow Emayposd

- FurliscMirandasdand AYSoadakegit e o LMR )L Has: awarded: & oenm

< F ¥y
e &4

tract’itoriexecutesPaxr trIdioof dhed VIPBHnitati ve, shich geguires

ouresearchrandydevalophent fofi byprogram sodel (oY thg prevention..of

f )

serious/violent crimeyamongcRuvenddests ifpa0ah ehParkIL ofisthe,
Violent Juvenile Offender initiative is to increase the body of
sknowledas: ony effeckise anpropghes ¢ the praventlon of wviolent
juvenilencrimes. ‘The pringipalssttategy byrsthich, ORIRR; will:,:
seek to; agcompldsh. cthenprogrepasxgealy ieithrough the, fundingrof -
proposals to indigenous neighborhood based organizations (NBQOs)..,
to implement a prevention model based on neithborhood interven-
tion approaches.:* The ;workl meported on in this document repre-
"sents the result::ofi'a seniesr of activities undertaken by L.

»Miranda apd (Assdeiategindnedy (LM&A) to effect the first of
Futhred :magor rkasks sttt sycontract with 0JJDP. '

. merpoxg
To effect the first major task, LM&A set about tc identify
and document promising strategies for the prevention of serious/

~violent juvenile crimes by reviewing the literature, identify-

ing community-based prevention program networks and conducting
site visits. In doing this, LM&A made extensive use of it's
Advisory Panel members, Consultant Network, and the Program

~Consortium comprising the URSA Institute, San Francisco,

California, the Center for Community Change and the Office of
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Juvenile Justice Delinquency Prevention, Washington, D.C. With-
out the valuable time and assistance of the following Advisory
Panel members, much of the subsequent work would have been un-
duly delayed, if not impossible: . Grady Cornish, Director,
STEPS, Athens, Georgia; Vanessa Davilla,. Director, Department
of Addiction Services, Rio Piedras, Puerto Rico; Dr. Francis
X. Hartman, President/Director, Institute of Criminal & Social
Justicée, Hartford, Connecticut; Dr. Cynthia Mahabir, Sr.
Research Associate, NCCD Research Center, San Francisco, Cali-
fornia; and Frank Rivera,. Youth, Boston, Massachusetts. Addi-
tionally, the follow1ng persons deserve thanks and recognition

for participating in the site visits, conducting extensive ' ; -—*---—--" Chap’ter l - r-—m-—-—’?-—

interviews, and reviewing files: Curtis Jernigan, Project
Director, Youth Advocacy Project, Tuskegee Institute, Alabama;

Alberto Mata (Consultant), University of Wisconsin, Milwaukee; 3 :::rgu_.J : -
Grady Cornish; Cynthia Mahabir; Urthlene Manuel (Consultant), ( .. , . .- B .
URSA Institute; Dr., Alvia Branch (Consultant); Urban League, .t . . ;ﬁ ..
New York City, New York; and Maria Cerda, (Consultant), Chicago, —_

Realizing that in the final analysis the sources of this. |
" undertaking is due, in.large measure, to the participation of ' : :jij}“

Illinois, L. Miranda and Associates. § _,—;_;;-?-

the respondents, I extend special thanks to the Directors of the
Programs we visited, their staff, program participants, and commu-
nity references in all of the thirty one (31) sites. I extend . : S—
a special note of gratitude to those Project Directors in the . i WL "

OVERVIEW

sample of twelve (12) sites who complied with our. request for more
vof their time and for additional information.

v.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 . | 3
- need to go in terms of the prevention of serious/violent youth ! g .
crime. f i D

Project Director | 5 v !
Prevention cf Violent Juvenile |

Crime Research and Development ‘f "“"“T‘ \ ..
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Chapter 1 '
- OVERVIEW

’Introduction: Purpose an&‘Organization’of the‘Report

: This report is designed to acquaint the reader with the concept
of prevention and its application within the context of. youth crime
prevention efforts by local communities. The report is bised upon
what was learned by applying prevailing theory concerning preven-
tion to the assessment .of twelve (12) promising community based
projects currently engaged in efforts to reduce serlous/v1olent
youth crime.

Chapter 1 prov1des an overview of current theorlzlng about
the causes of youth crime and sets forth important considera-~
tions and steps that must be first grasped, then implemented in
order to launch such programs.- Chapter 2 details the ratlonales‘
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 (12) projects that serve as the data
base for this report. Additionally, the major study limitations
"are discussed. Chapter 3 represents an analytical assessment of

the projects which was guided by three (3) basic features of prOJect"

operations; namely, the role of the community, the pattern of
youth 1nvolvement, and prevention strategy emphases. In Chapter 4,
the major conc1u51ons drawn from the integrated analys1s and the
ensuing recommendatlons are presented Finally, in Chapter 5, a
detailed description 6f each of the twelve (12) progects is pre-
sented. .

In sum, it is approprlate to note once more that this report
is designed to present (1) what is-thought to be a usable way of
understandlng the operational requlremente of delinquency preven-
L4 tion; (2) phases/steps involved in the development and 1mplementa—

- tion of a preventlon program; (3) an analytical framework in -

- which to view prevention strategies; (4) an assessment of commu-
nlty based intervention strategles used for preventlon of serious/
violent juvenile crimes to give the framework. descrlptlve reality;

~and (5) some analytical tools considered basic to examlnlng the
appllcatlon of preventlon programs. :

" Brief Review Of Current Theory Concernlng
the Causes of outh Crlme

Whlle 1t is dlfflcult to pmnpolnt’the real extent of v1olent
‘juvenile crimes W1th any degree of precision, a number of things
‘are clear. For one, the evidence ‘points to ‘an alarmlng increase

;~1n v1olent Juvenlle crlme.b For another, these. crlmes 1mpart i
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an astronomical cost to our society. 2Accordingly, 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 program 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 tralts, or as
individual actions resultant of one's state of need in the envlron-
ment, e.g.. poverty/economics, .

Contlnued program failures or, at best, limited changes in
the serlous/vlolent.youth crime phenomenon suggest a line of think-
1ng, 1nqu1ry, and practlce 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 be taking
hold. Specifically, these theories,suggest the ways in which social
institutions operate in shaping youths' social interactions, and
explain why some youths--and not others—-w1nd13>hav1ng frequent
and intense interaction in predelinquent groups and, subsequently,
in more serious anti social behavlor. :

Labeling Theory

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 are those confer-
red by both our juvenile justice and school systems, On this
basis, labeling theory is offered as an explanation for repeated
criminal or delinguent behavior. Official labels such as "delin-
quent,” "behavior disorder," etc., affect youths' expectations of

" themselyes and subsequently set the stage for self- fullfllllng

prophecy.

Empirical research bearing on labeling theory has indicated
repeatedly that the tendency to apply both judicial and school
labels ig strongly related to the personal and family character-
istics of youths. As a consequence some young persons, notably
those of minority races and/or from low income families stand a
disproportionate chance of receiving derogatory labels.

Strain and Opportunity Theories

Strain and opportunlty theorles, orlglnally formulated by
Robert Merton, posit that, in our society, the same worthwhile
goals tend to be held out as desirable to everyone, while
opportunltles for realization are decidely unequal, 2 The combina-

tion of shared goals and inequality of opportunlty 1n attalnlng them'

A

N %

7

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
#+0 illegitimate means to achieve culturally prescribed goals,
while others may reject both the goals and the means and retreat
socially, through such means as removing themselves physically or
by using alcohol and/or drugs.

‘ Emplrlcal research has tended to provide contradictory find-
ings ‘concerning strain theory. Positive statistical relation-

. ships have been found between perceptions of blocked opportunities

and involvenment in delinquent behavior, as predicted by the theory,
but the relationship between aspiration level -and delinquency has
been found repeatedly to be either negative or insignificant.

Part of the contradiction in these findings as they bear on strain
theory maykhave to do with the observation that the gap between
aspirations and 0pportun1t1es 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 supportlng the

relationship between the gap and delinguent behav1or.3

Bonding ‘Theories.

Bonding theorists maintain that most people stay out of
trouble most of the time because they are bound to the conven--
tional norms of society through their affiliations with a variety
of social institutions. Dominant among these institutions are
family, school, church, and the work place. Aas long as the in-
fluences of these institutions remain strong, an. individual is
likely to conform to conventlonal demands upon his behavior. -

Four processes have been 1dent1fLed as ways through which

‘conformlty is maintained: (1) commitient, which refers to the

degree to which a person has interests that misconduct would
jeopardize; (2) attachment to other people; (3) involvement in

‘conventioral activities, and (4) belief in the moral valldlty of

social rules.l

In the empirical research, a significant relationship has been
found between attachment and comfmitment to home and school and :
respect for the law.»>

It has been suggested that changing individuals predisposed

to deviancy requires changing the condltlons that call forth the
deviant adjustment. The options offered are (1) changing the
~social and economic conditions of the homeplace of deviants;

(2) 1ntroduc1ng them to a new placé with a new matrix of life.
chances; (3} remov1ng them from the support of the group that

reinforces titreit deviant adaptation; (4) supplying them with a
new social group whose adaptive values and attitudes will serve to

Lntegrate their devlant behav1or into the new-matrlx ‘of chances
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ei in the middle class); and (5) contriv-
gusuellyéngc:ézzgtaihzhgzs ;rimary’group with which they identify,
thot e fégk'which they receive personally meanlngful and graylfy—
ing 1s'Onses and through the influence of which they are willing
tgngZEEPe their basic cognitive, and cathetic adaptations.

Implications of Current Theory: A Need for
a Renewed Emphasis Upon Preventlop

' reti iti d the research findings
ese current theoretical positions an ]
that Zt least partially suppo;t them point tq a needtte dlreet
‘more attention toward prevention programs which aim to:

‘Enhance youth opportunities for performing conventional
behavior;

‘ i i tional socializing
k. to improve youths' images ef conven _ aliz
?iititntiois, e.g.; church, family, school and justice;

Seek te identify and reduce organiza?ional/community/
institutional obstacles which stand in the way of_ 1
youths establishing close ties with these conventiona
vehicles for socialization; .

| i loyment oppor-
ote and work for the klnd'of.youth emp
zig?ties that create an affiliation that they don't want
" to jeopardize through misconduct; | |
. Seek to equalize opportunities among young peopl%;
i i neli anizational policies‘
Seek to identify and ameliorate organizatic i
aﬁg practices that contribute to 'inappropriate negative
labeling. , .

The Basic Components for Operationaliazing Yeuth
Crime Prevention Programs

a. General Orientation Toward Prevention

i here a lag in the development of crime prevent}og
progrggg ;ﬁigh focus og the external envirgnment of Fhe ;nleld-
ual? One reason is that it has taken considerable El@e ort |
professionals in the field to develop a prevention mlnq se .ts
Many treatment professionals do not understand the Fequl;egeﬂ S ere
of this focus and as a result have been so preocegpled w1t‘7.a :o
the-fact" cases that they have paid less than serious attention
the other aspects of crime prevention effnrts.

=

Another reason for the delay is that, in the past, many
professionals saw crime prevention as unworkable. Their skep-
ticism relatéd to the imprecision in predicting delinquency
and to the belief that numerous societal influences on the juve-
hiles predisposed to delinquency make it nearly impossible to
develop effective crime prevention techniques.

Additionally, a general lack of understanding of the pPreven-
tion concept has been a cause for delay. 'In point of fact, crime
Prevention 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.

, Lack of an organizational angd policy change perspective also
has been suggested as 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 of prevention thrust.  The need is both -
pPresent and pressing, and can be, it is felt, met by: '

1. Dévelopment of an analytie framework designed to view
prevention programS'and'thei:-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 prevention programs within the framework.

The design of this approach is implicit in the design of this
- report. The systematic analytic framework specified in Step 1 was
developed. Its construction is described later in this chapter.
For purposes of Steps 2 and 3, an analysis was undertaken of 12
community based approaches to the prevention of serious/violent
juvenile crimes, The analysis examined Projects against the
systematic analytic framework. : :

e
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A person, group, organlzatlon ox communlty that promotes the
prevention of violent juvenile crimes is a facilitator of change.
This includes change in the attitudes and behaviors of youths, as
well as changes in the operational patterns of organizations,
ingtitutions, or communities. In other words, there are basically
two levels at which change in these arenas can be facilitated:

(1) individual, which, in the interest of easily understood.
terminology, is referred to as delinquency remediation 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 dellnquency remediation and delinquency preventlon.

A first beglnnlng 1is some definitions.

Delinquency prevention is an active pyrocess of creating con-
ditione 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 delinquency remediation, for much of what
is called delinquency prevention can be understood better as
delinquency remediation. Delinquency Remediation is a reactive -
process of promoting change for or with <{ndividual youths who
have a recognized need. Here the emphasis is on the individual.

b. The Distinctive Character of Prevention Strategies

By distinguishing between delinquency prevention and delin-
quency remediation, it becomes p0851b1e to establish some clear
differences between the strategies whlch relate to each of these-
change processes.

The fOllOWlng lists of intervention strategies of remedlatlon
and prevention clearly emerge from the suggested deflnltlons.

Intervention Strategtes of Remediation

. Individual diagnosis

. Counseling, casework, psychotherapy

. = Group work

. Family treatment

. Crisis intervention

. Advocacy (case)

. Referral

« Brokerage for individual remedial services
. Consultation (related to individual)

Intervention Strategies of Prevention

. Community assessment

.- Planning

. Community organization

. Community education

. Organlzatlonal development
Training

. Parent education

. Employment development

. Advocacy (class)

. Legislative policy development

. Administ;ative policy development

Several observations can be made about these lists of inter-
vention strategies. The intervention strategies of remediation

~are basically reactive and focus on individual youths with iden-

tified needs. The relationships of remediation involve a helper
and a client and, as such, are private transactions between these
individuals and are confidential in nature. In 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.

It 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 gkills of reme-
diation, a shift to the intervention strategies of prevention may
require some retraining and reorientation.

¢. Technical Elements of Program Design

4Preventlon programs exist for the purpose of identifying,
addréssing and ameliorating those aspects of organizational
community, or institutional arrangements, policies, and practices
which-are thought to contribute to criminal behavior among youtls.
They may have their sponsorship in government, business or volun-
tary sectors; they may be profit 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.formance only to 5
the extent that it can:

1. By utilizing an understanding of the needs o =
of youths, identify and define impediments in !
community, institutional, oxr organizational practlces :
and arrangements to meet these needs, '
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2. Translate these institutional, organizational, or
community impediments into a program implementation
statement (purpose);

3. Establish a way of identifying, organizing 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 requlsltes by applying a partlcularlzed type of problem—solv1ng
logic. This particularized logic is embodied in decision-making,
in which the prevention program uses a rational frame of reference

+o define the nature of the problem, to identify alternative courses -

of action, and to select the most desirable solution.

Figure 1 depicts 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 gualitative 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
context, begins with 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 conjunction with the community,

-

Figure 1- Decision Making .in the Life Cycle of a Prevention Program

1

Phases In The Program's Life Cycle

Establishing the

' gtk taining the Program
Program's/mission

Decisions operationalizing

the purpose of the Program

(Prevention Process) . 2.
o ‘ ‘ )

3. Decisions on organizing
tnternal and external

resources to accomplish
objectives

Defining Qbjectives o 4. Assessing information

generated by feedback
systems to determine if
the program is on the

right track or needs
redirection

Designing and
Operating the
Program

Designing and utilizing
feedback systems
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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" in 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 asscciated 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.

. T@e fourth.phase, designing and utilizing feedback systems,
is designed 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
i1s an attempt in that direction.

d. Community Involvement

Specific planned strategies toward creatifig conditons in
the arena in which youths recreate and otherwise spend their time
can‘be a positive and engaging activity that makes a better com-~
munity. People are the primary resources for determining and

-12-~

bringing about change that affects them. Those youths, who might
otherwise be identified as being in 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 most difficult to sustain, is
the view that institutional/organizational/community change, as a
preventive measure, expand outward from the individual treatment
context of practice to the community or environmental setting;
where here, as previously noted, the concern is with the youths'
broader systemic environment and specifically, how it shapes and
molds their predisposition. Community involvement is an essen-
tial requirement.

Why 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 the
capacity to run crime prevention programs by themselves. This
can only be accomplished with the total involvement of the
community. Since large numbers of youths are, or should be,
served through a crime prevention effort, the cost of running
such programs exclusively with prevention program personnel
would be prohibitive. In the interest of insuring the continua-
tion of crime prevention programs beyond the time designated by

federal dollars, broad community support must be acquired. Federal

funding of community projects is most effectively spent on efforts
to institutionalize prevention-oriented approaches within major
community/neighborhood institutions. Crime, both cause and cure,
is rooted in the community--its attitudes, values and resources,
and an effective crime prevention program must tap all levels of
community life. :

Lay people can provide leadership and, with the help of pro-
gram personnel, create a comprehensive community crime prevention

- program. All of the major community forces need to be utilized in

the 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 example, school board members and the people who influence

school boards should be recruited into the prevention program.

In addition, the resources of corporations and businesses
must be tapped. Professionals 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.

-13-
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However, the business community has a strong interest in the
general welfare of the community in which it operates. Some
corporations have formalized this concern by creating departments
of corporate affairs or corporate social responsibility. Program
personnel and laymen workingswith community crime prevention -
efforts must tap this gesource. .

Comﬁunity volunteers 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 detexr-
mining needs, selecting priorities and setting a course
of action for crime prevention programs in their commu-
nity. If 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 relates 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 most 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
community/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 mobilizatiomn.

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

Summary 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 basis of current theories that purport that it is

~14-
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more appropriate to look outside the individual for the causes
of youth crimes, important considerations and steps 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 prevention
means and a concomitant familiarity with related intervention
strategies and an understanding of how they differ in nature and
implementation requirements from remediation strategies.

In sum, the analytic design outlined in this chapter serves
as the general framework for the assessment of the twelve (12)
projects that were identified as promising approaches to the
prevention of serious/viorent youth crime.

-15-
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METHODS AND PROCEDURES

Identification and Selection of Projects

The procedures used for 1dent1fy1ng progects for review and
site visits can be beést decribed as "exploratory," but they en-
tailed a step-wise sequence, moving from virtually the unknown,

: i.e., the location of CBOs. throughout the United States, to the
i . selection of specific programs to be included in the documentatlon
o of preventive efforts. :

[

a populatlon of unknown size and location always presents
- problems for those seeklng to determine and report on something
; , : ~ about the population in question. In particular, questions might ‘
E ) - ’ ‘ 3 _ ; ~ ; ' be raised regarding the completéness of the population once Jloca- !

w tion efforts have been accomplished, and consequently concerns E
. may be expressed regarding the representativeness. of the sample :

selected.* = , . . ' ' f

In relation to the present effort, the networking process
utilized by LM&A may.not have, and most probably did not, result:
in identifying all of the CBOs in the United,States conducting
crime prevention programs’ or otherwise engaged in the prevention
of juvenile crimes. However, it is believed that the process
s1gn1f1cantly reduced the chances of oversight. -

S ; . , . IM&A engaged Itself in the follow1nq procedures. after target - SR
o e : ; = R L I : areas, based on reported level of the 1ncmdence of violent/serious -
. , : T : : . : crlmes, were. identified: ‘ : ; ) %

. Rev1ew1ng input from Adv1sory Panel ‘members and consultant
‘networks

7 S R R et v L . Developing a protocol for prOJect 1dent1flcat10n and the
W SRR _ T S T T S PR ' o : gathering of 1nformatlon -on preventlon programs
‘ ' " L . :ReVleW1ng the llterature on preventlon modelsv
e i
- R SRR - i R ;3.Contact1ng knowledgeable ‘persons famlllar w1th CBOS in
e [ PR e ... - target urban areas .

A PR A fl,"*,c - 'ftﬂ-{*f, d“ SRR I Conductlng 1n1t1al telephone 1nterv1ews wi'th the dlrectors
e e L T T e e T : : of preventlon programs .

RN~

“*One’ methodologlcal factor making the populatlon a 11tt1e less T f{?fiQ c
_nebulous was LM&A's decision to target the identification activ~ o Cen g
ltleS to urban areas characterlzed by hlgh v1olent/serlous crlmes. : et

gl




Analyzing'initial telephone interview data

Conducting a second set of interviews or soliciting by
mailed completed interview schedyles from program directors

Analyzing the second set of interview data
. Selecting projects for site visits
" Notifying and scheduling projects for site visits

. Conducting site visits_

An occasional 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 for site visit based on the follow-
ing criteria:

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

(2) The typology of cause-focused strategies of delin-
quency prevention; , .

(3) Extent of violent crime in target area of p:ojects; and

(4) The extent to which project met criteria developed

&

for site visit selection :

A total of thirty-one site visits was made to projects .
located in the following Cities: '

Birmingham, Alabama

Atlanta, Georgia

Oakland, California

Los' Angeles, California

San Francisco, California
- Compton, California

New York, New York

Newark, New Jersey
‘Philadelphia, Pennsylvania
Miami, Florida

Roanoke, Virginia

Chicago, Illinois

Time constraints did not permit the staff ample time to visit
projects located in the southwest corridor and Puerto Rico. Docu=-

mentation on these projects, as well as ‘the 19 others_subsequegtly
eliminated, are on file and have been reviewed for general use. -

Study. Projects o _ ~_;' ;. R "~“ e

A highly select group of twelve (12) of ghe'thirty%one (31)'
projects was chosen for the indepth analyses for this report:

Management considerations and outcome benefits mandated this course

of action.

~20~
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The twelve (12) projects were selected after careful and
focused study by IM&A staff of the thirty-one projects initially
selected for a site visit. Some of the factors considered in
the final selection, in addition to the extent to which the pro-
jects met the assessment criteria, were the quality and quantity
of data in the project's file and geographical distribution.

The projects chosen are listed below alphabetically and their
detailed descriptions are included in Chapter 5 in that order:

1. Association House of Chicago
Youth and Family Intervention Project

2. Belafonte Tacolcy Center, Inc. \\
The Outdoor Challenge Program '

3. Centro De Cambio |
Community Assistance Team Project

4. House of UMOJA, Inc.
5. Humbolt Park Project/Safer Foundation
6. Inner City Roundtable of Youth, Inc. (ICRY)
7. . Reach Out, Inc.
8. Real Alternatives Program, Inc. (RAP)

9. 'Richmond-Perrine Optomist Club ,
Perrine Crime Prevention Program

10. Service for Asian-American Youth (SAAY)
11 Sey Y.E.SQ, Inc. (Youth Enterprise Society)

12. Wynwood Youth Center, Inc.

Points of Emphasis and Consideration

The overriding goal of the related’aétivitiesvof,Task‘One of
IM&A's proposed work under its contractual agreement in the VJCPP

~was an analytical assessment of the findings resulting from the

study ?f‘seleCted projects. engaged in promising strategies to, pre-
vent violent/serious juvenile crimes. Various management and out-

',come;cgnsiderations during the life of the study effort neceSsitated'
. selecting a sample of projects which does not meet the standards

ofa rigorous §cientific design. Rather than being representative
of the population of projects conducted by CBOs, the group of pro-

~Jects evidences a wide range of approaches of communities in

se}ected‘high crime urban areas to the prevention of juvenile ,
crimes. As such, the data base represents a rather purposive j"

‘sample upon which to draw for 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 identify
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 fashion, to some of the guides
jointly developed by ILM&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 0f 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.

-22-
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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 communlty—baqed approaches
to the preventlon of serlous/v1olent juvenile crime as it is re-
flected in the detailed reviews of the twelve (12) projects in-
cluded 1n 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

~ community-based approaches to the prevention of serious/violent
youth.crlme. The composition of the sample restricts the pre-
cision and elegance of the analytical design; however, the rich

. body of descriptive data derived from the available sample does
‘allow the highlighting of promising strategies and common
“limitations that can, in the aggregate, yield a base of infor-
mation from which improved approaches can be developed.

B A : : ‘ This analysis, like any other, presupposes assumptions and
\ ‘ : -criteria against which the reviewed projects were measured and

assessed. The assumptions and the implied and explicit criteria
flowing from them that shaped and guided this analysis relate to
three (3) basic features of project operations, namely, the role
of the community, the pattern of youth involvement, and preven-

- tion strategy emphases. Each feature requires further examina-
tion to explain its meaning and relevance as an analytical tool.

1. The Role of the Community

Current theorlzlng, and common sense, emphasize that broad !
community 1nvolvement is essential to the prevention of serious/
, : v . violent juvenile crime in areas experiencing this problem. Commu-
ST [ ol o . ' ‘ nity involvement begins with the establishment of widespread
- i e S TR awareness of the problem and a sense of shared responsibility
for its prevention. It builds upon the development of acceptance
v of the legitimacy (approprlateness and relevance) of proposed
‘ , , N ~ prevention strategies and finds expression through the surfac1ng
SR S T e T e e e G N - ~of indigenous leadership and subsequent widespread participation .
e AL S : Lo e ' ‘ o : in shaplng, targeting,  and implementing prevention strategles ) i
~in llne w1th commonly perceived needs and priorities. ’

I R SR G A

, \ ; ‘ . = e , ; From this perspectlve it is clear that projects claiming
AR ‘- S CL : L L e I B T e RIS . a community prevention orientation can be, in fact, community-
T R A P e T e L R e L s e e SRS baged and yet essentially detached from and impervious to

i ‘ - B : influences from the communltles they serve.
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The assessment of existing community-project relationships
in the 12 projects studied is designed to identify insights
pertinent to steps to emphasize and rhose to avoid in building
this relationship when mounting future prevention projects.

2. The Pattern of Youth Involvement

For purposes of extreme comparisons, the patterniof~youth

involvement may be that of passive recipient of or active partici-

pant. in a project's program of services. Furthermore, project
services may effect a separation of served youths from or an
integration with the life of the community; and, project ser-
vices may concentrate on one or more specific problematic
youthful behaviors (e.g., truancy) as distinct from taking a
more holistic approach of youth-in-environmental 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 behavior and from the rewards of improved status ‘(and per-
haps financial gain) arising from favorable community reaction.

Thus, from an assessment standpoint, projects at greatest
variance from 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 (delinquent/
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 influence 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,
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:
that aim at altering the conditions in the community that prompt
v permit serious/violent youth crime.

~-26-

Properly understood, preventive strategies :

help a communi?y recognize and focus upon tgeeioigitgggsihzgat
prompt or permit youth crime--as contrasted to a focus upon
1nd1v1qual.youth offenders. These strategies lend assisganc

for eplsod}c and sustained capacity building in order to enaﬁl
tpe communlty to respond effectively by correcting or com e_
ting for deficient conditions in the community family scﬁenia
peer or employment network. From this Viewpoiét as a, enegol’
ru;e, projects deviate from a Preventive stance éo the gxteni to

A variety of authorities have identifi
' . : ified an array of -
;izzriggaiﬁgles,nggt 1s, strategies capable of addreZsingpgigen
_ A conditions that prompt or permit serious/vi
L : a viol
guvenlle Crime. Among those about which there appearé to gnt
road agreement are the following: ©

l.

2.

Community Assessment (Determini :
2 . ng the nature of th
problem and assessing community resources) ; ®

Planning (Identifying and setti ioriti
enti ng priorities amon
targets for action and, establishing action steps?-

Community Organization (Mobilizi s ti
s . in X :
capacities and Tesources) ; g existing community

Community Education (Increasing public awareness of

problem and building sense of ibili:
fte resoimeinoiy g shared responsibility for

Organizational Development (c i
= . 2EVe ] reating new i
existing organizations and networks?; or altering

Training (Upgrading professional volunteer
5 Ky J O r
skills in order to alter communiéy conditioés); youth

Parent Education (Increasing the coping capacities of

-parents and families with youths, and of youths as

parents or prospective parents) ;

| Advocacy (Creating or leadirg socio-political movements

for changes in conditions);

EmElozgent'DeveloEment (Creating new opportunities and/or

altering conditions that L ,
youths employment) ; negatively affect the‘accessVof

~27-
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10. Legislative Development {(Promoting/shaping, supporting
legislation capable of improving community conditions};

11. Administrative Policy Development (Promoting, shaping,
supporting changes 1in program content, eligibility
and access pertinent to youths).

It is obvious that any or all of these strategies 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, 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 pessible 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 limitations
in the state of the art.

Assessment of Project Approaches to the Role of the Community

Establishing Credibility

All of the projects can be considered grassroots in origin
in the sense that one 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 acceptance.

~28-
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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
uneven success to date, particularly relative to law enforcement
personnel. ’

Among projects sponsored by organizations, project service
goals and program orientations do not, as a rule, vary markedly
from those of their parent organizations. This suggests that
the advantage of winning immediate credibility is counterbalanced
by both community and organizational expectations that the pro-
jects gonform in broad terms to parent organization service
tracditions. 1In short, the role of the community in project
operations is defined by its role in operating within the parent
organization; 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 community networks. Even those projects that
have spun-off from their sponsoring organizations tend to continue
to rely_upon the parent organization's reputation and community
ggpnectlons for fund raising and other legitimacy building activ-

ies.

Projects that began as independent organizational entities
on thg other hand, have demonstrated comparatively more innova-'
tion in establishing credibility. For example, persistent -
fgce—to-fage efforts to win acceptance and establish reciprocal
linkages with law enforcement and youths themselves, solicitation
of favorable local media coverage, and the establishment of tight
internal management coupled with highly selective cultivation of
reteviqtlsgurcgs of community support are all techniques with
potential for improving the status of proj '
communities being servgd. projects in the eyes of the

. By these Yaried approaches it appears that all of the pro-
jects hgvg achieved at least partial community recognition of

the leg%tlmacy of their missions. However, if judged by perhaps
the ult%mate criterion of community financial support, most of
tge.prOJects have yet to achieve solid standing in their commu-
nities. One project has obtained some United Way funding through
the intervention of its parent organization and two others have
been successful in obtaining foundation funds by stressing the
minority self help concept and by utilizing prestigious communiﬁy-

based board members. These latter two projects are also aggressively

mounting fund raising programs involving individual solicitations
sponsorship of entertainment 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 (welfare 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 the perspective of community
prevention of youth crime, that one project's sponsoringwérganiza-
tion feels that it increased its credibility in the community when
it was able to move from being a store-front and pool hall operation
into permanent facilities. '

Involving the Community <n Program
Development and Administration

- ‘All of the projects appear to have been launchea by one or
a few individuals who were responding to what they perceived to
bg widespread community concern over the problem of serious/
violent youth crime. As a general rule, the communities Béing
served played no formal, organized part in the initial assessment
of its problems and/or its resources for addressing them. '

, . Parts of this may be attributed to the impatience of charis-
matic individuals with formalized processes, part of it may be
traceable to a lack of project expertise in mounting coherent
assessment approaches and part of it may have resulted from
community reluctance to the be forthcoming about its problems to
new helping entities in their midst. Whatever the reasons,
havxpg started upon an impressionistic basis, all of the projects
continue to be saddled with marked deficiencies in program
structure and technical skills relative to obtaining and updating
coherent assessments of the dimensions and distribution of both
the problem and the responsive resources in their communities.

Ove; the course of time, each project has developed some
for@ of information feedback that could loosely be referred to
as 1ts management information system. These methods range from
techniques fgr utilizing youths to monitoring street rumors for
purposes of improving project crisis responsiveness to elaborate
intake record forms replete within numerous data elements filled
out and perlodlcgllyvupdated by staff. The techniques help keep
a pulse on certain kinds of community problems and/or provide
information of a case management sort about the types of youths
served and the types of services rendered. These approaches to
1nformgtlon gathering, individually or in combination, fall far
short of the type of sSystematic periodic effort to tap community
opinicn and qgta sources (census data, police reports,'etc.)
needed to guide and shape program activities. ‘

-
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. followed the path of developing more or less formal, centralized

- by each project's leadership. In contrast, one project has

et

~ In the course of thelr development, all of the projects have P
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. EE !

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, staff
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 internal
committees set up to oversight the project. These projects
appear to be hampered in terms 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 boards for ideas gener-
ated by project personnel. TIn short, they 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. ’ ‘ : e

: N ’ f

There are notable exceptions to this general observation, : :

particularly among projects that incorporated as independent !

organizations to carry out their respective missions. Some have

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 T

I

developed a dual Boards—~of-Directors concept that may weéll have
considerable merit for promoting community input. One board is
comprised of community leaders while the other is made up of

o

W
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‘youfhs and then to seek community support for the carrying out
of those programs. . Thug, from the<beginning, many projects
perceived the community's role to be more supportive in nature

responsibility for project Planniﬁg'vandéogizgigs most importantly,

' er's . : , _ .
each holds veto power over the o ° One project represents a promising departure from this orien-
‘ tation. Here, the concept is the formation,offteams composed of
community adults and youths which are Supported and advised by
project personnel that have patrol surveillance and other functions
within their own neighborhcods, This project begins with commu-
nity mobilization and depends upon community members to do the
I work in contrast to most p;oject approaches that depenq upon

RS

' i i lvement in the internal
eneral rule, communlty invo in ¢ ’
devel§:m2n% and administration of project activities does not
appear to be very significant.

Use of the Community in Prevention Activities

] ' ted upon mobilizing. or
ojects have not concentra T :
oin pihg community for purposes of carrying out_progecthe
org§n+i}ng While all projects have deve}ogedysome ties tori-
2gézzgit§eé they serve, most can be classified as placing p

the project has had no luck to date in obtaining funding te fully
implement this approach. . o

gl i1di their own internal service programs, , : .
mary emphasis uﬁﬁg gg;&?;gg available in their sponsoring organi- Perhaps the_mos? common met@od used by thesg Projects to
upon utllizing developing referrals/placements linkages with - stimulate community involvement is that . of recruiting staff and
zations, OF Upon mgzzitg youth services resources. These are tac- : volunteers from people indigenous to the communities they serve,
other eXlStlzg ggy organization concerned with maximizing the Strategies range from seeking_tq developﬂa completely 1ndigegops
§1§§ cggmgg direct services to its clientele; however, theyuigiy .staig,stﬁucture Eo supplementxng p:gfgsslgnal iEa?f by regrgltlng
ellive L ivating indigenous comm youths who were lormer program par Icipants, Is important to.
not well suited to the §§§§§n§£y°§i§igativgs or gtherwise focus- note here, however, that.the cogmon emphasis is upon Egilizing ,
leadership, m°blllZlngs and energies upon the problems of youth community residents to perform direct service delivery functions.
ing community awarene , Their knowledge of the community is conceived to be valuable in
crime. ’~ occuppied ? gakiggddirect :ervicesl?ore :eievant to thgs; servegﬁ but that
. : rojects have been so pre ] nowledge is not generally Put to use in mobilizing their commu-
.th.Itm;:tggsStﬁieigzzgizgzszeivige needs of youthi tggtAtggy : nities for pg;posegéofialtering conditons and/or related youth
within ' ' i their attention Crime prevention efforts,
: he stage of turning C 3 . - _ v
have not yet moved to the i i ctivities. There is
co s i unities in prevention a i : : : et . .
utilizing ::eéirciﬁgs possibility in the gbservaplon that_most , Assessment qf Project Patterns of :
some Suppo tly are attempting to utilize their community - Youth Involvement . ﬁ
projects council or committees and other linkages to their commu- | v . el :
igiiigrﬁor purposes of raising money to azigrgitgegirggsziva : | Establishing Street Credibility ] 5
i : i * However Conc 1 - | -, L3 N (3 : ’ B & (N . . g
oyer the l?g?g;itinfzgzrsnenviable'éOSition of haylng'to devgte ; | . Street credibility, or belief in the worthiness of project ?
places a proj bilizing the community for the project's bene ’ -efforts in the eyes of the youths being served, must be earned ;
attentlog t9 mobili gda en community support if the‘commu- ‘thrgugh,prOJegt Initlgt}vgs diyected towards the youths themselves. :
fit. This in turﬁcgaszogis to relect placing a priority on o Unlike communi ty Cr6dlbll{t¥,k%t is\not likely to be gained by ’
nity interprets s Available information on at least one : s : v virtue of a project's affiliation with a "respected"-sponsorlng,
self seeking goals. t it may be confronting such a problem. : A erganization, letters of support from community leaders,
project suggests that i 4 , R R B fgrmaliza?ion of reciprocal ;e;ationshipg with-existing commu-
co s so possible that*mobllLZLng . N ; nity service agencies, and similar techniques.
ety b cuny out. Preventibn ofbocty vt s oy | |
ni > \ ! A . 3 - ‘ - . o . 1 - ~ T H 4 3 a T -
the commg ofymost of these projects from their beglnn}ngsb' stive ’ . : duct W?lle §treetfcred1b111ty would seem tg be vital to t@e con
mary goa level of demonstrated effort toward thl§ objec o duct o progects\ ocused upon the prevention of youth crime, it '
If so, the lov ev‘istentvwith their original program phllOSO’ : o ~ 1s entirely possible tg Operate §uch projects without establigh-
;wogld?not be 1ncg§s rogram philosophy common to many of the o N ’ - ing it tIndged, the plstory of juVenile_delinquency Prevention
phies. xndeed1 ebp hat of developing service programs for L , effgrts i1s littered with examples of Projects of undetermined , o
projects appears to be tha , ; - . : , 1 S merlp that either never sought or otherwise failed to gain the gt
confidence of the youths they served. ' i
r . Lo
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; revention standpoint, aggressive ou?reach to youths
in thzrggm;ugity context would appear to be critical to estab-
lishing street credibility. In this regard, a numper of
promising approaches are Worth highlighting including the 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 operation
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 such factors.a§.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 receiYe most,;if not all of
their youth participants and substan?lal funding as a result of
assignment by youth courts and are, in one manner ox anothe?,
affiliated with sponsoring organizations, Although the avallab}e
information is not entirely clear, it does suggest_that‘one;p:OJect
may no longer emphasize its detention center recruitment approach
given its current referral relationship with the youth court. ,
Further, another project relies upon the newsletter_of its sponsor-
ing organization to carry project news to youths which may well
lessen the appropriate targeting of lnformat;gn to,sp?c1f1c yogths
and, coincidentally, youths' sense of ownership of this communi-
cation device. Finally, court assignment of youth§ on a county
wide basis seems to influence project outreach activities. The
immense scope of the .geographic area cove:ed'b¥ the project,
coupled with the steady supply of youth part1c1pants_from the court,
no doubt diminishes any felt need on the part of project pers?nngl
to establish street credibility. Under these circumstances,.lt is
not surprising that this project considered a moye.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 sponsoring organization's.recreatlgn, cgltu;al 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 themselveg to street gangs
‘and clubs. In particular, one project which‘QIrects itself t9
"program resistant" youths, has invested considerable effort in
creating communication linkages between the project and yogths
in the streets through gang/club leaders and, in turn, derives
a high percentage of its youth participants by WOrdioilmogty
and self referrals through this comwunication network. Similar
efforts are evidenced by other projects concerned primarily
with street clubs/gangs.

3o ' e
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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.

Involving Youths in Project Development
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 council Or 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 this
most projects do not appear to make allowance for meaningful input
from youths nor for broad representation of non=participants as
well as participant viewpoints. For the most part youth 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 structure, one of which is entirely
composed of representatives of street éiubs and gangs. This Board
has joint planning responsibility and shares veto power with the
other board composed of community leaders. Unlike other projects
in this study, youths in this project have gained some mid-
management staff leadership positions as well as significant say
so in the development of project ac¢tivities and priorities.

Use of Youths in Community Prevention Activities

From a community prevention perspective, youths should not
be dealt with as mere recipients of services; rather, they should
be considered part of the solution of the problem of serious/
violent youth crime. The types of services offered by several
projects, however, dictate roles for participating youths that
mitigate against integrating youths into the conventional 1life
of the community and/or their contributing actively to preven-
tion efforts.

‘ Chief among these are projects that offer residential ser-
vices or otherwise remove youths from the community context to
provide services. These projects ofler alternatives to community
living and/or resources rather than community utilization, such
as, alternative school, wilderness living experience, and full-
time classroom instruction 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 or paid peer counseling wi?h

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 ,
approaches are in evidence including the development of teams
composed of community adults and youths guided by project per-
sonnel that purport to perform patrol, surveillance and other
duties, the creation of a gang council to heighten communication
between youths and the community, the utilization of youths to
escort and protect senior citizens, and the formation of a group
of female youths that 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
participants appear to be less motivated or otherwise less capable
of effecting community integration for or community prevention
with the youths they serve. :

Assessment of‘Prdjedt Prevention
Strategy Emphases I

Prevention Goals and Focus: Individual
Remediation/Changing Community Conditions

The goals of the projects studied for this report were
generally established by the founding individual or small
number of individuals according to his/their personal percep-
tions of the need({s) of youths within their respective commu-
nities. Por the better part, these needs were perceived in
terms of individual youths, their lack of coping skills, their
abundance of idle time and/or their attachments to undesirable
groups and influences. Given this, it is understandable that
theprimary emphasis in most projects has been upon developing
intervention strategies and services of an individual remedia-
tion sort, notwithstanding the rhetoric of -prevention adopted by
the projects. ; _ -

i

-36- .

e e o i P et e e bt

S 0y O U G S S G SN S

In no instance does available 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 founders did conceive of the problem of
serious/violent youth crime in a 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 unjust prac-
tices in community institutions such as law enforcement, the
¢courts and schools to be a major contributing factor to youth
crime, and one project's 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
goal orientations, these projects have proceeded to develop ser-
vice strategies and programs that are in many ways indistinguish-
able from the individual remediation programs conducted by other
projects. One project, for example, has become basically a foster
family care program similar in form to numerous other existing

~group foster care facilities. Although its emphasis upon an

African model of family life is strikingly different, it primarly
serves to provide an alternate family for individual youths. In
doing this, the project does not attempt to alter community con-
ditions affecting natural families or to improve their functioning
in any meaningful way, but rather it offers a substitute for the
natural family, apparently on a permanent basis. This approach
can, in fact, be reasoned to be anti~natural family oriented in
its efforts ta provide a better family life for youths.

In"the case of the other project which also asserted a

holistic concern within the family unit, an approach designed

to increase the capacities. of family units to perform conventional
parenting 'and other functions in spite of recognized community
resource supports and other shortcomings has been adopted. 1In
short, here the focus has become one of improving the coping
capacity of family}ugﬁts rather than one of changing conditions
that impinge upon family functioning. This appears to be nothing

‘more than an extrapdlation of individual remediation strategies

to application witﬂin family units.
: i ;

] The project“beginning with a recognition of unjust commu-
nity practices affecting youths has, proceeded to© build a program
structure of residential care, alternative schooling, counscling
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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 more innovative projects appears

+to have remained more consistent within its qrigina} prevention
oriented goal intentions than most other projects, it too has
increasingly invested itself in the development of vocational

training, job placement and counseling programs of the individual

remediation.

There are, in fact, few true exampleSAOf.prevent@vg ini?ia~
tives, that is, efforts directed toward 9hanglpg conqltlons in
the community that either prompt or permit ser10us/v1qlent youth
crime, in the efforts undertaken by this group of projects.

Those that have been undertaken commonly focus upon ut%liz—
ing youths in conventional ro;e‘behavior such as iq performing
patrol/surveillance, senior citizen escort, community cleanup or
other similar services, or rumor monitoring and youth gang/club

mediation functions.

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 apprcach 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 nore commonly, these projects seem to use their commu-
nities in ways that are traditional to most organizations

‘evidencing a primary concern with program survival and growth.

Typically, these projects appear to selectively utilize promin-
ent board members or other persons with relevant influence 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.

All projects have engaged in activities designed to in—.
volve the communities they serve. However, from the prevention ;
perspective adopted in this report, these act%vities can be best ,
understood as being designed to elicit community support for
project efforts rather than to ergage communit%eg 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.

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.

As a general observation, these projects view prevention
from the perspective of individual remediation: Hencg they ‘
probably perceive no inconsistency between the rhetoric. of their
goals and the service strategies they follow. From the per- f -
spective of prevention advanced in this report, however,‘therg i that have potential for promoting existing goals and strategies ;
is an enormous gap between what needs to be done to achieve it | rather than to open the project to increasing community partici- 0
and what these projects are doing. ! pation. This path is traditional to the operations of most

: ‘ S , organizations, whatever their natuce, but it is not the appro-
ke - priate path for projects avowedly engaged in community youth
) crime prevention efforts. To move in 'this direction is to i
create self imposed limitatioas on project sensitivity to .
chapging community needs. With few exceptions as noted, these i
projects are operating, apparently by choice, under such self '
imposed limitations. '

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 otherwise, to
retain internal control and to cultivate selective contacts

Recognition and Responsiveness to Changing
Community Needs :

In addition to appropriate goal statements and the adoption
of relevant strategies, a truly pruventive 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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Transferring Prevention Technical Skills to the Communi ty

Finally, a fully operating preventive approach serves, through
the provision of technical assistance, to transfer the skills
for carrying out preventive programs ‘to the community itself. The
transfer process is not one aimed at the project doing itself out
of business; rather, it is one of providing on-going technical
assistance and support to enable a community to build, maintain
and revise its;involvements in preventing youth crime in its

midst. -

Transfer activities include provision of materials, sup=
portive leadership, training and guidance in the "how to" .
for identifying indigenous leadership, building communication
networks, bringing people together to develop self help groups
and to perform 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 transfer 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 responsibility for the problem
of youth crimé are in evidence, but little more.

In addition to the virtual absence of skills transfer
efforts in the community ccntext, most projects do not emphasize
the utilization of internal project processes as learning
grounds for indigenous community 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 siasilar activities in the commu-
nity context and thus representing an important technique for
transferring valuable skills. v

The documented pattern of involvement of community resi-
dents on boards, committees and other project mechanisms, how-
ever, does not reflect the lewvel and intensity of involvement
that would be required to make this approach a reality.
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By and large, the lack of emphasis upon technical skills
transfer follows from, or at least is quite consistent with, pro-

~ject goal anq strategy emphases that primarily effect an individ-
- ual remediation focus on their inddequate 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 according 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 evidenced
seeking or achieving community credibility, involve-
ment of the community in program development/adminig-
tration, and utilization of the community in prevention -
activities.

4

- Patterns of Youth Involvement. Projects were assessed
according to the degree or extent to which they evidenced
seeking or achieving street credibility, involvement

Iof~y9uths in program development/administration, and
utilization of youths in prevention activities.

.  Prevention Strategy Emphases. Projects were assessed

: agcording 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 community as contrasted with retaining a monopoly
on such skills.

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 proj i

_ 1 Jects 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 iati
. preve remediati
at the time of project startup. ‘ : on
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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 contractual 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 in 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.

-42-

Chapter 4

CONCLUSIONS

|




RN a2 o L s . R P S LS : . - ey

Chapter 4

CONCLUSIONS | o o
1 /
. , Introductlon o :
{~ ~ ’ ] , v ; » All of the prOjectS examlned in thls report demonstrate strong ‘ E
b ‘ DR R - commitments to the goal of doing something about the problem of ;

serious/violent youth crime in the communities they serve. They e

‘also exhibit remarkable tenacity in pursuing that cgoal under very :
: e : R « ; ‘trying circumstances that for many include an uncertalnty about B

- : ' ‘ L 3 . : .their flnan01al survival. .

e — : ' ' . : | R | These sustaining features leave an impression that there was

' ' a sense of felt urgency among project” founders ‘and staff to get

something going and accompllshed lmmedlately for youths in trouble 4
or those at risk of getting'in trouble. L i

In responding to this sense of urgency these projects fre- ,
quently skipped or paid little heed to some of the niceties of - i
the phased process of program development outlined in the opening
chapter of this report. As a result, some projects lack an ade-
gquate theoretical base for grounding, 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,to varying degrees, most

~ are in need of improved management and information systems to
"support more efficient and responsmve serv1oe dellvery :

From a p051t1ve perspective, the collectlve experlences of

these projects provide a rich body of information useful to those :
~concerned with initiating or redeveloplng programs aimed at pre- . 5
ventlng serious/violent youth crime. The purpose of this chapter i
is to hlghllght what has been learned in this study in a manner
that will be of assistance in planning and 1mplement1ng subsequent I
preventlon orlented ventures. , [

Observatlons Conoernlng PrOJect GOdl Focus and Clarity

Most prOJects assert the belief that the major causes of (
, B TR : , youth crime lie outside youths themselves, that is, they are to Ly
: o Lo h , : B . {1 .  Dbe found in inadequate, inappropriate and/or unjust practices . )
N L , “ e UEE I : in the family, school, law enforcement, court and employment sys- :
: RO e - el " tems that shape youths behavioral options. Consistent with this
observation, most projects perceive the youths they serve to have
“normal“ lntellectual, phy31cal and soclal capac1t1es. - :

U . e T e T s : ’ leen ‘these v;ewp01nts, it mlght be expected that these pro-
W - , P T S : S e e jects would place a priority upon alterlng the conditions in the R }‘ R
bR R : RSSO Y R e me ‘ : : - community that prompt or permlt youth crlme, but this is not the SR I S
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genéral case. Rather, most efforts are concentrated upon building
the coping sapacities of individual you?hs. While it is trge that
some projects concentrate, in a preyenFlve 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
capacities of individuals rather than upon altering community con-
ditions.

There is, in short, something of an inconsistency between per=
ceiving the causes of youth crime to lie in 1nad§qua?e gnq unjust
community conditions and pursuing a goal of'he;plng‘lnd1v1dual youths
to cope.with such conditions. The net effect is a transfer 9f the
burden for dealing with community conditions from the community
to youths themselves. Given that youths by thgl; nature lack the
life experiénce, financial wherewithal and pOllt%Cal influence
to deal on an equal footing with powerful community forces that
influence their lives, this approach is unlikely “to 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 1ncon§1§?gncy, 1? 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 t@e aggregate nature
of a community's youth crime problems and companion assessments -of
its needs and available resources prior to the finalization of pro-.
ject gbals and. startup approaches. , ‘ '

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

.in the direction of changing school system curricula and practices

or toward convincing local employers to drop job qualifications
requiring high school diplomas for unskilled positions. Where
such Cata are lacking, however, it is understandable 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 preventibn efforts must begin with the
development of prevention oriented goals and this beginning is
difficult to achieve in the absence of theroughgoing assessments
of the community to be served. : e

Recommendations

Recommendations 1. Following from the above observations,
it is recommended that thnse wishing to convert their “gommitments
to preventing youth crime into action programs begin by thoroughly
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g&ounding themselves in current prevention theory and methodology
aﬁq\follow this by proceeding 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
goals emphasize improved individual coping capacities, strategies
will commonly support the delivery of personal interventions with
individuals. Conversely, if change in community conditions is the
Ngoal, strategies emphasizing the mobilization of the awareness in-

fluence, and effort within and among segments of the community
will likely follow.

The practice of prevention that, by our definition, takes
as its major goal change in community conditons is a delicate
art. 1Its 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 strategies must meet three
objectives, as follow:

1. Widespread and representative community involvement in

all phases of project activity from assessment, through
decision making to evaluation; )

2, Comprehensive direct utilization 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 broad outlinesg, there is something of a logical progression
in fulfilling these objectives, that flows from involvement
through utilization to transfer. The fact that most projects in
this study have been in operation for relatively short periods
of time, therefore, may account for the general lack of emphasis
upon transfer activities. They simply may not have, as yet, reached
that stage in implementing these strategies.

On the other hand, there is considérable,evidence of an empha-

sis‘upon creating project operated programs and facility enhance-
ment in many projects which suggests that at least some of them
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have been 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
upside down: instead of the community working to implement its
own strategies it finds itself being urged to support the project
and to consider community well-being in terms 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 will 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 "bought
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 street credibility. :

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 establishing community
and youth advisory councils and committees that have neither deci-
sion making authority or prescribed responsibilities, recruiting
staff from among community residents but only for front line or -
low level jobs, and/or creating a passive recipient role for youths
by offering pre-established, rule laden programs.

All of these strategies should raise red flags in the minds
of those committed to community youth crime prevention work.
Success in such ventures is critically dependent upon establishing
and sustaining community and street credibility, and credibility
can neither be achieved nor maintained by these means.

Recommendation 2. Following from the above observations, it
is recommended 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, : :

Recommendation 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
community/youth involvement, community/youth utilization and skills
transfer to community 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, approval, and
evaluation process.

Up to this point the process of mounting a community youth
crime prevention projecet 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 shop"” 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 ontlined at the opening of this section.’
There are numerous examples among the projects examined in this B
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 community 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 project 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,

~49~

R TS I

TSRS R



by working to enhance project cred1b¢llty and by dependlng upon

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, 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 with
increased control of project activities by outside funding sources
and a consequent likelihood that community participation will sllde
further into the background.

v

Sponsorship of projects by established human services organi-
zations also poses issues that must be confronted. While on the
one hand a project is llkely 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-
tional requirements that the progect conform to its established
traditions and methods of operation.

In short, although a sponsoring organization can afford a
project an immediate network of llnkages 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 jeopaxrdize 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 preventionoriented project is likely to address
itself to changing community conditions or institutions that, in
their present state, provide support for the sponsoring organlza-
tion's operations. This can easily create what the sponsoring
organizations perceives to be a conflict of interest which, if
serious 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 strategies and to exert con-
certed effort to renew that understanding periodically thereafter.

""50—

Ly

e pam e FRN—-

programs. ; , . ; :

~ orientation lends a somewhat different character to such ordinary

that must be appreciated by project leadership. ;

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 organlzatlons. As "free agents", they risk being perceived
by a community's estabiished youth services network, and perhaps
by community residents themselves, as outsiders.

For independent projects, earning the confidence of a com-
munlty s residents, its youths, and its youth services network is
critical to their long~term effectiveness. ‘All too often these
projects yield to the temptation of prematurely exploiting the
role of belng the outsider by seeking change through adversarial
actions in order to establish their presence in the 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 project's survival
while reducing its prospects for implementing a community youth
crime preventlon program, This demonstration of where a project's
true priorities lie will be evident to a community's re51dents 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 toward 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 the critical job of establishing
credibility properl;, orojects 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

In addition to funding and sponsorship issues, a prevention

internal management matters as staffing and program accountability !
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Progects in this report have commonly attempted to meet the
staffing issue by moving to hire residents and youths indigenous
to the communities being served. While this may be an appropriate
step, there is v1rtually no evidence of recognltlon that preven-
tion oriented work requires special skills in stimulating public
awareness, forming and mobilizing community groups, identifying
and training indigenous 1eadersh1p, and so on. Indeed, most pro-
fessionals are not trained in such skills during the course of
their graduate educations. Hence, unless progects make systematlc
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 individual remediation
sort. This in turn will result in materially distorting the goals

of prevention as they are translated into practice.

) Flnally, 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 moved to
develop internal systems for purposes of accountability have adopted
variants of case management and related information system con-
cepts. This is fine for projects concerned with delivering direct
services to individuals, however, prevention oriented projects
must move toward developing pIOCeSS‘management rather than case
managemént systems. Accountability in prevention oriented projects
means being able to measure and determine progress toward community/
youth involvement, community/youth participation and transfer of
skills/activities to community control. Existing case management
technology is not suited to these accountability tasks.

Recommendation 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 their sponsoring organlzatlons'
leadership) and a systematic approach for periodically renewing
that understanding.

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

Recommendation 8. For both types of projects it is recommend-
ed that broad based participation by resident adulis and youths be
aggressively pursuedas 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 by
practices of exclusion among influential segments of community's
éstablished institutions.

Recommendation 9. Finally, it is recommended that every
project ask itself what kinds of staff skills are needed to carry
out preventlon 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 appropriate inter-
nal staff training and management information systems

The observations and recommendatlons offered here focus upon
providing assistance to those committed to community youth crime
prevention to enable them to convert their commitments to action
relative to shaping and starting prevention projects, keeping them
on track, and maklng them work. Applications of these recommenda-
tions may not in themselves yield immediate project impacts in
the form of statistical reductions in a particular community's
serious/violent youth crime rates, but they will assure that Pro-
jects designed to achieve this result are headed in the right
direction,
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Chapter 5

DESCRIPTION OF THE PROJECTS

The twelve (12) study 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 organiszational affiliation, that
is, the sponsoring/parent organization; the community
profile having reference to demographics and the
general character in terms of socio-economic, cultural
and family stability factors; the nature of the vio-
lent crime problem as reflected in perceived patterns
and nature of crimes among adults and .juveniles and
levels of fear and community response; and the causes
of Juvenile crime.

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, Interve .tion. Discussed in this section are: program
philosophy and goals, target population, and program
strategies which refer to the specific service components
and their implementation, and casge management and
tracking .
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V. Organization. Described in this section are the pro-
ject's staff structure and program management; funding,
including a discussion of capacity-building effortg;
and changes in the project undergone through the life
of its existence.

'y 'y s . . ,v. ted
. Evaluation, A discussion is prov1dgd on the estima _
v cost of service components and the internal and external
means of determining the quality of services, and pro-
gram/service evaluation.

VII. Summary Statement.

f forewarning, it must be emphasized at this.p01ny
that 2§éw§£egingly incompgete description of some of the 1ndiV}gugl
projects is due to the nature and extent ¢f relevant data provided.
While some projects provided a wealth og information from which Eo
draw, through interviews and documentations, some few others pro
vided minimal data in some areas. While this was the casi, thet
descriptions that follow represent the most current and the ?gs
complete compilation of this sort gf information. As such, dey
more than adequately served as & fit base for the analysis made.

inal point involves the nature of much of the data incor-
poratﬁdfigathz description of the operatiopal context of the .
projects. The greater part of these data is perceptual in g;ture,
it did not result from the study of documented sources, sta
observation, or tinrough 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

Organizational Affiliation

Association House is a nonprofit multiple service organ-
ization founded in 1899. Initially established to provide
recreational activities and secretarial training for the 1,500
girls living in the West Town area, the organization has re-
peatedly modified its program in response to a series of major
changes in the area's population composition over the past 80
years, including major immigrant waves of northern Europeans,
Jews, Slavic peoples and, most recently, those of Hispanic
origin.

Initially, the organization was called the Young Women's
Christian Association Settlement. In the early 1900's, the name
was changed to Association House of Chicago and services were
subsequently opened to the men and boys of the community.

Association House is a member agency of the United Way
operated by an elected Board of Directors. Today it provides
a variety of social, legal, employment and related services
to children, youth and adult residents of the West Town area
both on a residential and nonresidential basis. Its annual
operating budget is approximately $1.5 million.

Community Profile

The YFIP project serves an area locally referréd to as West
Town, which is located on the near north west side of Chicago's

"downtown Loop. West Town is sandwiched between predominantly

white communities to the north and west (Lincoln Park), a black

,community to the south and a multi-racial community to the east

{Humbolt Park).‘

The area contains roughly 130,000 residents, the great
majority of whom are of Hispanic origin. Approximately 80.0%
of the population is Hispanic, the remainder being comprised.
of about 14.0% Black, 3.0% White and 2.0% Asian.
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‘ontrary to national trends toward an aging populgtlon,
West ;gzn isycharacterized by a large populatlop of children,
youths and young adults. Projec; personnel estimate less 15
than 10.0% of the population to be elderly with perhaps ha
the population being made up of children and adolescents.

Socio-economically, West Town is generally a blue collar

I\community with about 85.0% of all residents estimated to fall

ithi is classification. However, a declining industr%al
gézzlzntgie area has left approx%mately 30.0% of tpe wor%lng
aged population unemployed. Pro:egt personnel esylmate nhag
about 35.0% of area residents receive welfare.a551stagce an
that perhaps 20.,0% earn their living through immoral/illegal

activities.

th erspective of community resources,'the area is
descrgggg asehgving schools, churc@es and_recréatlonal facil-~
ities within easy access of community ;eSLdenFs. geg}th,
shopping, and other social agency services exist withlin the 11
community but are viewed as not being readily available to a
area residents. Finally, the area is gerlously deficient in
junior high school facilities, industrial employment and voca-
tional/technical training according to project personnel.

The prevailing cultural norms among the commun;?y's youths
are pe?ceEVed to bg a mixed bag. Youths are not belxeveq to
commonly ascribe to the notions phat illegal/immoral activities
are acceptable or expected behavior nor do they com@only h91§
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 bet?er llfg.

On the other hand, youths are perceived to believe in thetldea
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 dlsproporT‘
tionally much higher for Hispanic youthg.. 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 or less. :Other than the.
receipt of welfare and hustling the tw? major sources of in-
come are given to be employment in unskilled service occupa-
tions and factory work.
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According to project personnel, the community is

high divorce rates, low rates of home purchasing,
of absentee ownership of area businesses,

patterns of family movement between dwelli
About 55
by a single parent although,

out of the community.

marked by

high rates

and highly transient
ngs as well as in and
percent of family units are led
of that number, about half contain

a live-in partner. Two parent nuclear families and two parent
of all family
e elderly per-

ors suggest a

extended families represent about 20.0% and 15.0%
units respectively, and the remainder of 10.0% ar
sons living alone. Taken together, these indicat
community environment in a consider

Nature of the Violent Crime Problem

Project personnel believe the curren
being committed by male and female area r
and juveniles to be as follows:

able state of flux.

t distribution of crimes
esidents, for both adults

Male Female

Adult Juvenile Adult Juvenile
Type o? . rob@ery . robbery + robbery . gang
Crimg in . homicide . gang « brostitution violence
declining . rape violence . drugs . drugs
order of . drugs - Prostitution
occurrence . homicide » robbery

¥ . rape

In the judgment of project personnel,
is much the same as that which existed at

this crime pattern
the onset of the

project roughly 4 years ago. Also, juvenile crime patterns

are perceived to primarily represent

gang activity.

Finally, most juvenile cr

the outcomes of group or

ime is carried out within the West

Town area upon resident victims. The typical victims of various

types of juvenile crime are perceived to be the following:

Type of
Juvenile Crime

Most Frequent Victim/Target of:

Male Juveniles

Female Juveniles

. robbery . middle aged » Same
» gang violence . beers . Same
. drugs. + Peers/nonresidents . Same
. homicide » rival gang members . Same
. rape + young girls . 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
can do to bring the problem under control.

Causes of Juventle 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-1977 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-lingual/bi-cultural counselors
who employ an aggressive outreach approach that includes
solicitation of youths for voluntary program participation
at the Detention Center prior to court adjudication, advccacy
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 Asscciation
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
have had known prior involvements in criminal activities,
gang delingquency, drug abuse or other deviant activities.
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ITI. Legitimizing and Public Awareness Efforts

David Sanchez is cited as the individual responsible for
initiating the YFIP project in 1976. The fact that the project
was sponsored by Association House, a highly respected organiza-

. tion that has been serving the needs of West Town residents for
over 80 years, probably contributed heavily to project personnel
observations that the project experienced few notable startup
problems. On the contrary, the project appears to have gained
immediate and wide community acceptance by capitalizing upon the
sponsoring organization's reputation, well established network
of community relationships, and widely circulated newsletter
and other publications.

The 20 programs offered by Association House represent
an internal service network that is frequently utilized by the
project. In addition, the project has established strong
relationships with area churches and community 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-lingual/bi~cultural residents of the community
who are then extensively trained in techniques of representing
the project to the community.

Fund raising has increasingly dcminated project leader-.
ship concerns since current contracts were projected to run
out in late spring, 1980. 1In this regard, special efforts
are being made through such techniques as neighborhood meetings
to draw the community, particularly the Hispanic population,
into a financial support relationship to the project.

The project formed an advisory committee shortly after
startup, composed of community residents and professionals
from community agencies, that has been meeting on a regular
monthly basis since., The Committee has functioned to stimulate
support for the project from community schools, law enforce-
ment, court, church, poliiical leadership and other sources.
However, the Committee is not involved in project planning
and decision making which is considered primarily the province
of project staff.

IV. Intervention

Program Philosophy and Goals

The project is designed to help youth and their families
confront ' the problem at hand--the client's involvement with the
court system. Intervention is designed to treat the youth and
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his/her family holistically, that.is, as uni;s, rather than t?
correct a specific behavioral inc1dgnt or_pyoblem. An emphasis
is placed on helping youths an@ their famllles real}ze that there
are viable life style alternatlves_tg crime and dellnquency.even
within deprived socioeconomic conditions.

The project's basic goals are to divert youths from the
development of criminal behavioral patterns through early (prg—
adjudication) intervention, to treat offending youths and their
families as units to prevent the re@oval gf.youths frgm their
homes, and to assist youths and their famll}es to_aghleve.a life
style that will promote and support appropriate citizenship
development.

Target Population

The target population is frequently stated -to bg all youths
between age 7-18 in the community; however, in practical Ferms
it appears to be all youths between age 13-18 being held in
detention and awaiting disposition ;egultlng ?rom contact with
the law over matters of personal criminal/delinquent conduct
and/or family/school problems, who alsoc appear to be good pro-
spects for successful diversion from the correctional system.

About 250 youths are currently being served annually, 75%
of whom are male. The most common emotional oroblem demonstyated_
by these youths is given to be a lack of sense of personal identity.

Over the last several years of the project's life, 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 suffering
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 ceptgr tha? serves
the area's troubled youths. This program utilized films, guest
speakers and other techniques to introduce youths to the'Y?IP
project and to solicit their voluntary agreement to participate.
It is a brief program designed to be frequently repeated_and to
accommodate the short-term stays of detention center residents.
At least initially, virtually all of the youths serveq were
recruited through the use of this rather novel early interven-
tion technique, according to project personnel.

-64-~

B e T TRt

The project offers three (3) basic services; namely, coun~
seling, crisis intervention, 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 outreach 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 Tracking

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 pattern.)

Referrals are made on the basis of determining a youth's .

receptivity to the program and the likelihood that 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 4
appropriate from such sources as families, schools, law enforce-
ment, the courts, employing sources and other gocial agencies.
Formalized procedures for obtaining this information have been

established with 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. Qrganization

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 62,336
Overhead/fringes 12,426
Travel 1,968
Equip/Supplies 4,370
Other 5,465

86,565

Changes in the Project

The project has retained the initial philosophy, service
‘intervention strategy emphases and staff structure that was
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adopted at the outset. There appears to have been a fundamental
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
House supportive efforts, to raise funds in the community,
particularly from Hispanic residents. 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 Elements

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 Delivery Modes

Service Element High Med. Low Group One~to-0One
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 ¢f 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 Quality 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 contact with youth
participants, and reports solicited from families regarding 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.

VIIi. 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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primarily ;epresgnting group or gang actiaits?li: ;iégetﬁrOblem'
as that whlch‘ex1sted at the onset of the project. Proj e
personnel believe that serious/violent youth crimé is éeCt'
to be a major problem by community residents, P rcelved

The YFIP project, as presentl |
o Y structured, respo
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Internally, the day-to-day management burden fal
. l .

Eﬁgg ggedggggFam supervisor. There appears to be littiehgzzéég—
involvement ilon making authority to outreach counselors, Communi t
functions bein project planning and decision making is low, these o
Board of Assbng E?lmarlly performed by the Executive Director and
evaluation sygézm;?neigggiiggogfgéalCase management and program
vince of the sponsori ization, ooagement which is the pro-
design and/or Enforma?giirEZE;;Z?lon' GPPeat to be incomplete in

?iigogirtﬁgag the avowed original goal of reaching all youths age
prinarily adssessed Lo preventint T Chocciyices deliversa are’
behavior and/or consequonees flng € reoccurrence of deviant

or yout
rather than the broader pool of yguthgsatngggkto law enforcement

The project's strengths lie in its sponsorship by a re-

s o \ .
tgﬁgﬁgdq;ﬁﬁ@unlty bgsgd organization, wholistic orientation
(S 1ce provision, the existence of a community-based
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i advisory committee, the project's emphasis upon re-
giziiiﬁg staff %rom qualified community re§idents‘and th? fact
that the project is committed to apd experienced in degllng
with offender youth, 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) 751-1285

I. Context of‘ﬁhe Proﬁact

Organizgational Affiliation

The Belafonte Tacolcy Center, Inc. was founded in 1967 to
serve youths 6-25 years of age residing in the predominantly
socio-economically deprived inner city area of Metropolitan
Miami-Dade County, Florida, known as Liberty City. BTC, Inc.,
originally known 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 programs as Reading Development, Vocational
Training, ¥Youthline, Drug Abuse Counseling, After Care and
Sports Development to the youths of the area. 1In 1980, BTC
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 Profile

NOTE: Although the Outdoor Challenge Program (OCP) serwves
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, because 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 i
City also is aided by the Community Development Corporation, i
although the functions of this orxrganization were not described.
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Although precise information on socio-economic con@itions
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 1mmoral/lll§gal 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 club/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 personnel 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 city
area, it is estimated that between 25.0 and 50.0% of resi-
dents are buying their own homes and that between 50.0 to
75.0% of the owners of community businesses reside within
the community.

Nature of the Violent Crime Problem
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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Male ~ Pemale
Juvenile Adult Juvenile Adult
Type of Crime . burglary Same . petty . grand
in declining . larceny Same larceny larceny
order of . robbery Same . burglary . prostitu-~
occurrence . assault Same tion
+ . rape Same . 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
observations, most juvenile crime is believed to be perpetrated
by individuals and not as an outcome of club/gang activity.

Most juvenile crime is also perceived to occur within 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:

Most Frequent Victim/Target of:

Tye of Juvenile

Crime Male Juveniles Female Juveniles
. burglary neighborhood residences Same
. larceny neighborhood businesses Same
. robbery any readily available mark Same
. assault peers Same
. rape female peers 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.

Causee of Juvenile Crimes

The project's central intervention strategy, that of a
wilderness experience coupled with a one year service follow
vp, implies that delinquent and criminal behavior among youths
stems from youths inadequate self concepts and 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 experience leading to increased
self reliance and improved interpersonal skills in carrying
out joint or cooperative tasks. The one year service follow
up is designed %o reinforce and stabilize this new learning
converting it into permanent skills for coping with the envi-
ronment in a constructive manner.

ITX. Description of the Project

The Outdoor Challenge Program (OCP) is a 2-week wilderness
rehabilitation program with a one year service follow up for
youths between the ages of 13-17 who are residents of Dade
County, Florida, and who have been adjudicated by the juvenile
courts for some form of anti-social behavior mostly minor offenses
or status offenses. The project has not served any youths adju-
dicated or convicted of serious/violent crimes to date.

The 2 week wilderness rehabilitation program is composed
of an initial week of counseling and instructional preparation
in wilderness coping skills followed by a week of actual wilder-
ness living along a remote river in Florida. The wilderness
experience is supervised by the project's wilderness counselor
and the experience is conducted monthly for nsw groups of youth
participants. The purpose of this phase of the program is to
improve youths self respect and cooperation skills by teaching
self reliance and reliance upon others for purposes of success-—

fully mastering the wilderness. A certificate is awarded to each
youth completing the experience.

Following completion of the wilderness rehabilitation pro-
gram, each participant is followed for one year during which time
a variety of other project services are provided, as needed, in-
cluding counseling, medical assessments (provided prior to
wilderness experience), school placement, employment placement
and advocacy. The project defines advocacy services as counselor
testimony on behalf of a youth during juvenile court adjudication
hearings if a youth's performance in the project's program war-
rants it. A total of 66 youths underwent the total program

during 1979, the most recent year for which youth participation
data are available.

III. Legitimizing and Public Awareness Efforts

The project was started by the coming together of a variety
of community interests articulated by individuals such as Mrs.
Frances Henderson and Otis Pitts, Executive Director of BTC, Inc.,

the BTC, Inc. Board of Directors and other community and profes-
sional leaders. :
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tu roplems relative to gstabllshlng
Th?retyziicgethztgiojzcﬁ was able to gapitallze on the
e pr(')%:ecnetworks and established reputation. A few §tartu§ _
O bl yd'd occur in program development rglated to site selec
€¥ggl§§§ l;gistics for the wilderness experience, however, these
i

were resolved within 90 days.

: ahead with establishing its own written

The pragigznhi§m$3X§iy churches, schools, law enforcement agd
agreementsu ity groups and social agencies such as OIC, JESCA an
other comana ﬁe relative to specific services to be provided to
cou Urbiﬁroi S referrals and joint efforts. Also, a youth agv1soxy
youehs waz established although its operation 1S described as
gommlttee nd its meetings as infrequent. Generally, 1ts function
1nformatla is to serve as a resource that the project can tap to
Zgﬁiﬁegutyyouths' views on its various programs.

A reading of materials provided by the pro%ecgEggscizﬁzlve
of the program as it was structured to conforIEh o : rrgd nt
requirements suggests, however, @hat many of e rg e £ ncil
i reements and the creation of the youth advisory c .
ey ageen spurred more by the need to neet agency'fundlng re
e Q;ZEts than by a belief that enhanced community ties and youth
?ﬁiﬁlvement were essential to project performance.

ini tal grants has, to some
1ining support from governmen '
extenzecbeen geplaced by local funding @rom the Unltgdf?ﬁgn_
which éeflects at least modest success in the area ©

cial capacity building.

Iv. Intervention

Program Philosophy and Goals

j rts that it operates on a premise that the
envirgg;eizogzgttisiz changed in orde; to change thg 1p§1vi§22é.
Further, from a programmatic perspective, an emphi51s ;t ?n cee
upon reéreation, arts and crafts, and sports devetggée £ in e
overall BTC, Inc. schema.as an anroach to ayzracro ga%s ths
the educational, counseling and job opportunity prog
are also offered.

i i as i tﬁat a challenging
ocp project is based on the premise -1
h rt?zzrm exgergence in the wilderness can have a.power¥ul "
im;act upon altering a youth's perspectlve.toward émprgvzﬁgtigi
i ity for self reliance and cooOp :

self respect and his capacl _ ce and Co S iat
i . Having incorporated this perspec ' >
Y;tth:tgi;: youth wgll now be armed to cope with and surmount
*he stresses of his environment.

~75=




i ject i t the reoccur-
The basic goal of the‘prOJe-t is to prevent :
rence of anti-social behavior among youths at risk (defined
here as youths who have been adjudicated at least once for
minor crimes or status offenses).

Pargetr Population

h the sponsoring organization, BTC{ Inc., opens its
doorsAighggg youthspbetWeen ages 6-25 ig tpe Liberty City area,
the OCP project is designed to serve adjudicated minor offenders
referred by the juvenile courts throughout Dade County. .Since_
the number of youths that can be servgd by this project is limited
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 ofifenders in Dade County enter the programs. Avail-
able information is not sufficient to clarify this matter.

Program Strategies

basic program strategy is to provide a 2—weeg wilderness
experggice, 1 wzekgpreparation and_l week implementation, for re-
peated series of small groups of minor offen@e; you?hs followed
by 1 year of services of a counseloring, training, job/school
placement nature designed to capltgllge.on, relngo;ce and
stabilize the positivrs thanges in 1n§1v1duals arising from the
wilderness experience. Although project gtrgtegles appear to
be consistent within project philosophy,.lt is worth noting that
its philosophy appears to be at some varlance from the stated
philosophy of the sponsoring organization (l.e.{ change the
environment to change the individual is not equivalent to taking
youths out of the community to change them).

Case Management and Tracking

Youth participants in the OCP program are assigned.by and
accepted from the juvenile courts of.que County following
adjudication for minor offenses and joint OCP and court §taff
assessment of the appropriateness of the program for a given
youth.

An extensive case management/record keeging system %s
in place that covers the gathering and tracklng of case informa-
tion from intake through termination. The basic data components/
reports contained 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

Treatment 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 tracking 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 youth's 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 Structure 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
used by the project. Data do not indicate that the project re-
cruits 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
Lom ) Program manage-
ment and fund raising appear to rest with the Executive Directgr
and the Board of the sponsoring organization, BTC, Inc.

Funding

Initially the project received grant fundin i
g from LEAA wh
has run out. Currently, the annual budget of $49,014 appears tgh
be met through $§l,000 support from the United Way and the remainder
from sources available to the sponsoring organization, BTC, Inc.

Changes in the Project

The OCP appears to operate today in essential

manner as it did at its beginning regative to progiimtgﬁiiggg h
format,.stafflng, and external resource utilization patterns P
It remalgs_dependent upon juvenile court assignments of youtﬁs
for part1c1pants.which may well be a condition proposed to and
accepted by funding sources as a condition for providing support
It is clea; thaF the sponsoring organization's leadership name1.
its Execgtlve Director and Board, provided the initiafive're— Y
sultlng in ?he procurement of local funds to continue the project
following withdrawal of government grant funds. pred

In short the project appears to be heavilv d
L : ; ependent
thg Sponsoring organization for management leagersﬁip, funclilpon
ralsing, contact and networking with the community, and
visibility and community acceptance, '

Major changes cited as having occurred i 14 i
. . i . n the project since
its inception are essentially those dealing with ingerﬁal'man2;2~

VI. Service E#aluation

Estimated Cost of Service Elements

‘Available data do not permit the a locati

service elements which in this case wouid rggiggtog §§:§§o§§ of
dlyegt costs for the OCP program and the costs assigned to the
utilization of other services primarily spons¢red by BTC, Inc
All that can be said in this regard is that 66 youths were
served in the last year for which reported data are available
(1979) by the OCP, that other program elements of the BTC, Inc
were}ut;l}zed during the one year followup in different aérays.
for Lple}dual‘youths, and that total program costs were $49’014
The line item breakout of the annual budget is given as folléws:
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Salaries $33,648
Fringe/overhead 4,385
staff travel 2,718
Supplies 3,087
Other 5,176

Determining the Quality 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 of the services upon subsequent youth behavior.
Data for 1979 indicate that the rate of recividism, defined 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 data 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 services. 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 which has demonstrated its capacity to support internal
program evaluation (see immediately above). As far as is known,
the project does not solicit or rezeive formal external feedback
on communityv 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 youth 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, o

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-economically.
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 services 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 tc juvenile offender inter-
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

Organizational Affiliation

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 Profile

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 Violent Crime Problem

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 Juvenile Crimes

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 124th Street--Services offered through the Center
include individual, group, and family counseling which 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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III. Legitimizing and Public Awareness Activities
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ewed as the
rime preventic
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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 of mediums designed to avoid and when necessary,
address public misperception of project activities.

Establlsheasand maintains a coordinated relationship
with the San Francisco Police Department.

iv. Intervention

W

Program Philosophy and Goals

The Progect operates on the belief that a young person's choice
in life styles is largely determined by his/her accessmblllty to
the community's legitimate avenues for participation in meaningful
community activities, e.g., family, employment and school. Further,
inaccessibility to these avenues results in alienation from the
community and loved ones Subsequently, youths seek out those
associations which prov1de them with a Sense of belonging and

worth. ¥

The primary aim of CATS is to prevent and control street
violence and related problems of 1ntergroup antagonism and
prejudice. :

Target Population

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 preventlon and
crime control. These teams have three categories of part1c1pants,
(1) professional staff who provide 1eadersh1p and supervisory
functions; (2) adult volunteers who, in addition to assisting with
project patrol functions, provide job referral service to youth
participants; and (3) community youth participants who, while
assisting with project communlty patrol actlvltles, are provided
job placement and social services. e

.~ 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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- persuasion and prevention; and requests for assistance from the

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 1nvolv1ng intergroup tension or

~conflict; crimes or potential crime situations (espe01ally in-

volving youth) in which the teams may intervene with attempts at
police and citizens.

Prospective members of the teams are required,. at a minimum, -
to provide formal letters of recommendations from legitimate
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 progect also pro-.
vides training on non violent methods of crisis intervention.
In additional to the above toplcal training list, all partic1pants
are required to have training in at least some aspects of the
following areas: interpersonal and intergroup communication
such as nonverbal factors, stereotypes and prejudices, unin-
tended provocations, threat cues and danger signals; tactical
communication within and between patrols, with some primary

and secondary links with the official police communication net-
work; basic skills in non-violent defense and humane physical
restraint; 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
safeguards and internal control.

Case Management and Trackzng

To insure quallty control in the performance of project
activities, a rather sophisticated system has been instituted.
Internal chain of command and authorlty is held by professionals
who are accountable to sponsoring communlty agencies, and they
exercise rigorous scrutiny and supervisory control over all team
act1v1t1es.' Internal screening and diversion are established

. 'as on-going processes designed to deal with inappropriate behavior

of team members. Public relations involves a varlety of informa-
tion networks designed to avoid public misperception of project

* activities. Time limited appointments allow automatic rotation

of participants thereby increasing the potential for sustaining
motivation. Senior core group members, which resulted from the
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process of selection and rotation, serve as control staff and
positive role models. Accountability is held to the sponsoring

agencies and senior advisory committee, both of which monitor
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-
sibility for day-to-day administrative decision making, and
a secretary. :

The project's staff is directly responsible to the larger
organization, of which the Executive Director is head. Worth
notation is that the larger organization lends the project counse-
lors who provide youth 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, patrol
teams, communication staff and Central Office Operations, and
core groups. Co

The Project Steering Committee, chaired 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 Committee is composed of responsible
community leaders and certain desighated representatives of -
cooperating agencies, and one member of the Steering Committee.
This Committee performs a consultative and integrative function
for the project. ‘ ¢ : '

The péfrbl teams, supervised by an adult unit leader, con-
duct all street level operations. Unit leaders are responsible
to designated shift supervisors. . :

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. + ‘

' . ’ ]
{
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N Since all, 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 Organtzation/Project

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 Service Elements

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 Quality of Services

, Gi?en thiskis 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.

" 'Certain activities performed by the Community Assistance
Teams seem to have some promise in mobilizing special human
resources possessed by recognized 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 gay ‘people, for
example, youth agencies, given sufficient allocations of time and

- resources, are capable of exerting positive influence in persua-

sion, mediation and education within youth subcultures that are

o -g7-

8
0¥

i
2
1
554
ik
jos
651

4

ke
oEs

g

| g

I N



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 agen01es 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 unlque 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
for current violence problems, but rather that local youth agen-
cies are concerned with any violence in their community. The
p01nt is that local means can be employed by these 1nst1tutlons
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%) accountlng for the remainder of the
population. ,
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CATS has identified and is engaging a number of community
groups and organlzatlons 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 capabllltieq. A key
feature here is the -use of youths themselves in the prevention
and crime control effort

- Recognizing the 1mportance of the communlty s perception
and the role of the media in shaping the community's perception
of its activities, the progect has as an integral part, an informa-
tion network which uses a variety of mediums designed to avoid

- and when necessary, aadress public misperception of its activ-

ities.
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House of UMOJA, Inc.

Louse of UMOJA Residential Program

1436 North Frazier Street

Philadelphia, Pennsylvania 19131
Executive Director: Sister Falaka Fattah
Telephone: (215) 477-4500

oy, I. Context of the Project

Organizational Affiliation"

The House of UMOJA's Residential Program had its beginning
in 1969 when David and Falaka Fattah offered their West
Philadelphia home as a "refuge" to fifteen gang members from
South Philadelphia. Fox a year prior to that time, the House
of UMOJA had functioned as a communication vehicle for the
Third Black Powexr Conference. . The House of UMOJA was sub-
sequently incorporated, 1n 1970, as a 501(c) nonprivate organi-
zation and it currently fuhctions as a famlly—based, multi-~
service grass-roots civic organlzatlon serv1ng youth and other
members of the communlty

Communtty Prolee

The House of UMOJA is lovated in and serves the Carroll Park
area of West Pthadelphla.' Carroll Park is located between 52nd
and 63rd Streets, and Glrard Avenue and Lansdowne Avenue in
census tract 1112-1113. ; .

" Carroll Park has an estimated population of about 17,000

persons 85% of whom are Black, living in about 5,700 dwelling units.

Carroll Park is nelghbored to the south by the Haddington com-
munity and to the east by Parkside, 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% black populatlon and the latter approximately 85%.

The Carroll Park communlty is descrlbed as having an adeqguate
‘local supply of or easy access to most resources. Notable excep-
“tions include department stores and factories or other potential
industrial employment sources. These exceptions maintain for the
surroundlng communltles.“ ’ St B '

- The communlty can be generally characterlzed as belng
reconomlcally depressed. BAn estimated high of 80% of the resi-
dents have incomes of less than' $10, 000 with a full 12% of L

: them estimated to subsist below the poverty line. Resideuts,

- particularly the youths at 60%, are generally plagued by hlgh

- unemployment rates, Better than a third of the community's resi-

."dents are thought to be rece1v1ng some form of publlc welfare
assistance. - . ; ; ,
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They lack nurturahcé, support, discipline, and guidance. As’'a
result of and/or in addition to problem behaviors breeded by
family failures, youth involve themselves in gang related

activities in the past and gang members considered each other
as "family." o '

II. Description of the Project

House of UMOJA might be described as a crime prevention (not
primary) program based on a family-oriented approach to "treating"
the problems. Dependent and delinquent black males between the
ages of 15 and 18 are referred to the family based residence by
the courts for an "indeterminate" period of time. Project per-
sonnel indicated that ycuths® state of readiness and preparation

is the deciding factor in regard to decisions on the termination
of program services.

The focus of the program is on providing a stable home situ-
ation for the youths toward the goal of preserving their physical,
mental, and emotional lives. In addition to youths' involvement in
the community through school attendance and jobs, they are taught

classes in black history and culture and life skills training by
program staff.

The total program appears to represent a group home setting
‘designed explicitly ‘to provide care that is more "permanent" and
"less "substitutive" than is generally implied in the concept of
out-of-home care. The program attempts to raise youths'
conscienceness and thus their pride in their race and in them-
selves. More importantly, they are encouraged to view themselves
as a part of the Fattah family. In fact, one mechanism cited for

getting youth to remain in the project is encouraging them to carry
the Fattah name. o

III. Legitimizing;and-Public Awareness Efforts

The project got its start from an idea of Sister Falaka
Fattah and her husband to "unofficially" provide a home for mem-
bers of street gangs. This step came as a result of their con-
cerns for and research into the problems of gang related deaths
in which black youths were killing each other at an increasing
rate and from their knowledge that their own son was involved in
gang activities. Given the personal and precipitous nature of
the venture, the Fattah's did not involve themselves in community

~networking.

Prior to this step in 1968, Sister Fattah had organized the
House of UMOJA as a communications unit to give wvoice to the

aspirations of black people involved in the liberation struggles.

In this early stage, legitimacy was conceivably extended by the
core of Black Power constituents.
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IV. Intervention

Program Philosophy and Goals

' i that youths can be molded
rogram holds to the phllosophy : can be
to beTgicgo—groductive adults withlpiopei gz;diiczépgézgzgligiief
tion. This philosophy relates to he XY
:giteggziﬁs turn to crime because of their lives in inadequate
~wfamilies during their formative years.

spe j trategies is to save the
he espoused goal of the progect s

physigai, mzntal, and emotional lives of blac@ male youth who
they characterize as being an endangered species.

Target Population

The project primarily serves black male youths between the
ages of 15 and 18. While originally stgrted to serve on a
gvoluntary:basis, youths from South Phllaqelphla, the program
2urrently serves youths on a city wide 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 emoticn-
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. f

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
productive adults.

This multi-faceted residential program provides an array of
services including vocational evaluation; job training and place-
ment; individual and group counseling; recreational 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-monthly staff meetings provide input
regarding each residents progress or lack of progress.
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‘residential program. Tn terms of the limit

The social worker is responsible f ai
contact; however, in some cases, counseigrgjéﬁ§
also perform that responsibility. Reportedly, the social -
malnta;ng contact with the families and, in some cases R oner e
are permitted to return home on weekends. Although no’fgggggs

family counseling is erformed indi < .
referrals are made. P » When ln@lcated( family therapist‘

aining family
1d care workers

A normal day for participants in the

inni : , e residenti
beginning with a morning conference regarding Probl:ispgggram’

g;ggragmatic issges of the day, appears to be rather closel
na zge . Followlpg breakfast, residents go to school, to wogk
O a job training program. During the late afternéon ‘staffﬁ
r

are available to residents who ar :
homework. Post dinner portion ® poheduled for tutoring and

With the exception of sche-
Saturdays and scheduled
weekends represent partic-

duled GED and Life Skills Training on
recreat}onal activities on Sundays,
pants discretionary time.

Mechanisms utilized to motivat ‘
_ : S utiliz ot e youths to
broject include individualized counseling, the assignment of

encouragement to develop a sense
unity) and ultimately to take on

remain in the .

~ The program's orientation also ¢
of pgstfprogram follow-up. Former rgg§g2§tgh
remain cr return as staff. Anniversaries and
designed and implemented as follow~
most former residents who marry do

e nature and form
are encouraged to

annual reunions are
up activities. Reportedly,
so at the anniversary.

V. Organization

Staff Structure and Program Management

T} nty-fi ,
here are twenty-five staff employees, pPlus volunteers in the

ed details regarding
ocial workers, one
provides legal services.

glyect service prqviders, there are three g
€éing an attorney who serves part-time and

Additionally, a number of
residents. ' SEAtE m
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€rs are said to be former UMOJA -

Organizationally, there is a Board of Direqtors,'which in~
cludes Fattah family members, that provides policy and leader-
ship direction. An executive director (Sister Fattah, the founder)

.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 identifying commu-
nity needs and perceptions. The several departments; namely,

isecurity, finance, fund raising, housing and economic development,
" gocial services, 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 absence of the Executive Director, department heads
have the responsibility for administrative decision-making  through
formal organizational arrangements. It was not clarified, how-
ever, on what basis, if any, such administrative functions were
shared among the six department heads. v

With the organization being operated around a family themé,
the management of students in the 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, discdiplines, 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 organization, inclusive of all program components,
operates on an approximate $450,000 per year. Service’
components included in the total budget are the residential pro-
gram, employment training, the community security/crime preven-
tion, and food services. Sources of funds for the tctal program

" are derived from the Department of Public Welfare (DPW), the

Pennsylvania Commission on Crime and Delinquency (PCCD) and pri-
vate foundations.” o : :

The primary source of funds for the residential components,

_comes from the Department currently in the form of a $46 per diem

rate for boys plaﬁéd through the courts. Such funds are expected

.to remain at its current level indefinitely. Program monies '

received from the PCCD are expected to expire in September of 1981,
after which further funding will be negotiated with the Depart-
ment of Public Welfare.- : : -

The organization 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 reno-
vations and construction. Construction of the UMOJA Security
Institute, a focal point of the Boystown, will be completed by

the end of thg year.

The most recent and available accounting of the capacity:

building/fund raising efforts reveal a total of $810,000 having

been raised from public and private sources among which are re-
ported to be the city of Philadelphia, Economic Development
Administration, PEW Memorial Trust, Columbia Broadcasting System,
William Penn Foundation, and Glenmede Foundations. . '

Changes in the organization/Project

The House of UMOJA has grown from its beginnings in 1968 in
a private home as an unincorporated, unpropertied haven for black
male gang members toan incorporated and propertiedvmulti—purpose
and many dimepsional community service organization for construc-
tive social change. In 1972, the House of UMOJA became incorpo-
rated as a non-profit organization. >

Through the years the organization has managed to purchase
23 of the houses in "the same block in which the original home
still stands, ten of which have been renovated and are in use.
With moneys from their fund-raising campaign, they envision
creating UMOJA's Boystown. Plans have been made to complete the
renovations of the 23 houses and the required constructions for
Boystown which are expected to comprise residential, education-
al, cultural and social services, as well as the creation of a
community based youth employment program. Reportedly, the job
training program will spin-off into seven businesses providing
opportunity for young people to learn to earn while serving

the community.

In addition to property accumulation, the organization has
expanded its program operating zero-order budget to an approxi-
mate $450,000 annual one. ‘ .

: . <

There are other changes that go beyond the diversification
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 ganyg 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 significant change in relation to
being a community based program involved changes made in
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t@e target population and the criteria for the program's ser-
vice. The program originally started, without outside systém's
funding, to serve the youths, While the Fattahs undoubtedly
malntained some criteria for eliminating youths who could not
become a member ofi the "family," there were no obvious require-
ments that a youth had to have had some experience with the
criminal justice system nor that youths accepted had to be court

‘referred. These are obviously conditions requi .
sources. ¥ ©o equired by funding

VI. .Service Evaluation

Data needed to attempt to make some éstimates: “thi i
| d ‘ ! of the relat -
costs of service elements were not available for the total of aize

service components nor for the services provi i ey
. ; : . ided in -
tial program. ; P : the residen

In order to ensure fhe delivery of the'ﬁypes\éf sérvicés

desired and the promulgation of the family orientation, attempts

are made to Trecruit staff from amon i ;
: T ‘ g former residents. St '
:;gnziid tglattegglrelevant workshops and conferences. Addgff
: y, bi-monthly staff meetings for th i¢ . pro=-
gram are hold. = 1 gs | e residential prxo

~ There has never been a comprehensive evaluation of the

‘program, but the Pennsylvania Department of Public Welfare

conductscan angual audit that looks at physical, organizational
and programmatic compliance issues. Program success is not a ’
component part of the evaluation; however, all references to
program in these evaluations have been positive. :

, After UﬁOJA sponéoted a "No. Gan i: v Campaig

| A Spor 1a "No ng War in 1974" Campaign

,gﬁgp in gang deaths in the c1ﬂyJof~Phi1adelphia was obgergeé.a
JR residents constructed a questionnaire designed ‘to mea-

- sure the gang memkers perception of the programs effectiveness

and took 200 of them into the community. Two hundred members

_completed the gquestionnaire. '

On January 4, 1975, UMOJA;stéff séonsored evalﬁation,com—

mittee meetings to determine the campaign's i
| e : , ; > campaign's effectiveness. The
committee, composed of lawyers, social workers, priests, pro- ©

bation officers, mothers, st Tep

. ficers, , state legislators, and other pro-

iggiéoggigégge:hgngrig of gogth services, réviewed‘the guestion—
: ponse: | ©oncluded that the campaign had incree

Ege;goqscmousness/af‘youth involved in gang wars to the.dzzggy
sults of gang warfare. This increased consciousness effec-

“tively led to a rgductiqn in gang related killings.

i & X ‘ ‘ '
© " The organization attem Ymine )

: ization pts to determine, on an ongoin is
program effectiveness th:oughvfeedback»fromfformer regidggtgaSlS’

jf}Through more_fd?malkprocedures, written feedback on youths is -

[
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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.

While gang violence is not thought to be the current major
impetus for cyime, crimes committed are no less serious, 'Up—
employment, welfare dependency, inadequate family life remain
debilitating forces even though families might be characterized
as being highly stable by indicators such as home ownership and

intactness.

There has been no.comprehensive evaluation of the program's
effectiveness/impact on the lives of youths and their families.
The whole .focus of the family centered orientation, which char-
acterizes the living environment of participants in the resid-
ential program, would tend to suggest that youths would develop .
more individual and racial pride and perhaps self-discipline.
This suggested outcome was partially supported by an unscien~
tific survey conducted by UMOJA residents. . o

The organization provides services that are vital t6 the
community's survival, e.g., emergency foods, crime prevention/
security training, etc. In addition, the House df UMOJA is
represented on several community councils. ’

The services offered through the residenti#{ program and .
the method of implementation are certainly apprcpriate inter- .
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 lives have a chance to be pre-
served. Youths between the age of 15 and 18 are referred to the
program by the courts. i : :

A

The regimented daily routine would seem to yield sufficient
controls on youth's behaviors and on the management of program
operations. For youngsters, presumed to have grown up in ‘un-
structured and undiciplined environments, such scheduling
obviously has positive consequences: ’ v

The House of UMOJA iS'motivatediandthas 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 Foundatiocn
3518 W. Fullerton

‘Chicago, Illinois 60647

Director: Benito Garcia

Telephone: (312)342-2373

I. Context of the Project

Organizational Affiliation

The Humbolt Park Project maintains an affiliati i
C ] 2 iliation with
gafe; Foundation, a respected Chicago-based philanthropic orggz-
1zation that sponsored the IDEA project ~- Individualized Devel-

opment for Educational Achievement —-- fr i ; umb
Park Project evolved. o which the Bumbolt

The Safer Foundation continues to i ini
; . provide staff trai
representation qf the project to community organizations 2;ng,
g;;igeg.thefprgject's legitimacy in building linkages and
jressive fund raising efforts aimed at ievi
taining status for the project. ) Bchleving 2 salf sus-

Community Profile

The project serves Humbolt Park an i
. area of Chic -
quently refgrred to as "West Town" wﬂich*includes Wicigg ggik
nggn Squgge, Palmer Square and several other less well iden—'
tified neighborhqods bourded by Pulaski on the west, Edens

Expressway on the ; i .
onpthe sogth. east, Diversy on the north and Chicago Avenue

. According to project personnel Astimates " -
1at19n of the area is between 150,000 and 200:05%? tgsgi gosgcial/
Eghnigugﬁfipggtéve, theéareg'ﬁ population is~overwhelmingly Hispan-

; . J.U percent, with the remainder even i
Blacksrand,Whltes, and predominantly youthful. C;glgsigt(ﬁigzeen
age 1ll: 15%) and adolescents age 11<18: 25%) are estimated tg‘
comprise 40 percent of the population. Among adults, those 4
undgr age 35 account for approximately 35.0 percent of the popu-
lation Vlth older adults (age 35<65) and the elderly (agea65+?
accounting for 15.0 percent and 10.0 percent respectively. ’

Thg area is described as having adequate scho ’ '
recreatlonal, medical, shopping, social ggency, gggléogggiggi
1ndgstr1al employmgnt resources within easy access of area
residents. A coalition of community agencies also exists
within the community. One perteived resource limitation is
t@e ;ack of high quality vocational/technical‘constructi
within easy access of those in need o ' Ceen
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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 from10.0 percent for Whites to 20.0 percent for Blacks
and up to 70.0 percent for Hispanics.

Although marriages among adolescents are infrequent, pre-
marital sex 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 populatlon is on welfare and perhaps up to 80
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 an income standpoint and their
children are perceived as having little opportunlty to better
the lives of their elders if they remain in the cmmmunlty.

The community can be generally characterized as being
in a high state of instability. In terms of famlly structure,
the community is characterized by a high rate of dlvcrce, 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
famlly units respectively, while about 10 percent of the popula—
tion is individually housed, predominantly the elderly.

The population is pprcelved to be hlghly transient with
fewer than 10 percent of households engaged in purchasing
their residences. At counterpoint, the- prevalllng tendency
among youths is thought to be one of remaining in the community
rather than moving out upon assuming adulthood.

One positive note concerning community stabi1ity: 'Project

Vstaff estimate that between 50.0 and 75.0 percent of the owners

of community businesses are residents of the community.

~1l02~

Nature of the Violent Crime Problem

In the judgment of project personnel, community residents
perceive the problem of violent crime as critical and increasing
in frequency. Community residents 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 remalnlng behind locked
doors. For the elderly, who appear to be prime victims of
certain types of Juvenlle 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:

Male Female
Adults Juveniles Adults Juveniles
Declining . Armed robbery . Destruction ., Weapons . Same
order of . Drug pushing of private ' possession
occurrence| . . Violent property « Drug . . same
¥ assault . Drug taking/ possession
| .+ Incest pushing . Prostitution . same
. Violent « Shoplifting . same
assault . ‘
. Burglary
. . « Gang sex
‘ and assault

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

. Type of - ; Most Frequent
Juvenile Crime Victim/Target
Male . Destruction of prlvate -
Perpetrators property . Homes of the elderly
« Drugs - . Peers
b . Violent assault . Peers
Q.Burglary . Homes of the elderly
. Gang sex/assault « Juvenile females
Female . Weapons p0ssession" . N/A
Perpetrators . Drug possession . N/A
» Prostitution . Young adults
» Shoplifting .

Neighborhood stores
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her interest, project personnel cgntend that this
pattegi geriolent crime is persis?ent,‘thatvls, quch the same
in its dimensions and emphases as it was at the time of project
startup, that the great majority of all guch crimes are comm%tted
within the community rather than beyond its boundaries, and that
juvenile crimes commonly represent the outcomes of group or gang

. activity.

Causes of Juvenile Crimes

The project's intervention strategies appear to operate on
an assumption that the community lacks sufficient family and
environmental structure to provide adequate guldange 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
minimum wage for class attendance for a 25-~hour week over a 10-

week period.

The project's focus and strategies are modeled aftel .the
IDEA project -- Individualized Development for Educational
Achievement. The project relocated from the downtown loop
area in December, 1280, in order to enhance its community-

. based program orientation and to reduce the time and expense

required of youths to participate in the program.

The move has resulted in both increased attendance, a
larger overall number of youths served and a §ubstantia1 alter-
ation in the composition of youth served. Prior to th? move,
about 10.0 percent of participants were of Hispanic origin. -
Today that figure is apprcximately 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 is trained by Safer‘Foundation
personnel and the program retains an affiliation with the
larger organization. The goals of the prcject are the same
as those for the IDEA project; namely, 1) to upgrade basic
reading and math skills; 2) to simulate work experience through

the classroom experience. The classroom experience is tailored

to reinforce good habits that would be serviceable in the world
of work, namely, punctuality, personal responsibility for dress’
and appearance, and conformity to rules and authority. :
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The Humbolt project is the only one of its kind serving
Hispanic orffender youths in the city of Chicago.

IITI. Legitimizing 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 Humbolt Park 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.

The IDEA project had evolved over that period of time -
from an emphasis upon, GED preparation to one of job referrals
to the current multi-service format adopted by the Humbolt

‘Park project. Further, the project's current community link-

ages, particularly those with social service agencies and the
courts -- from which the largest number of youth referrals come =--
are essentially the linkages established by the IDEA project

that were subsequently transferred to the Humbolt Park project
when it was created. ,

The Safer Foundation is highly respected in the community
and Foundation personnel were commonly employed in linkage
building and legitimizing a¢tivities when community people
and program leaders proved to be reluctant to deal with or
otherwise nonresponsive to the initiatives of the IDEA pro-
ject. Presumably, the Humbolt Park project's continuing
affiliation with the Safer Foundation affords it a continuing
aura of respectability and legitimacy within the area it
serves. .

In short, the refocusihg and relocation of the project
appear to have resulted from the vigorous leadership of one
individual, but the viability of the program and its credibility
and relationship to the community seem to be ‘due, in large mea-
sure, to the accomplishments of its predecessor project and its
affiliation with the Safer Foundation. ' ¢
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IV. Intervention

Program Philosophy and Goals

The project draws heavily upon subcultural deviance theory
of delinquent behavior and appears designed to penetrate this
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.

Target Population

The project services youths between the ages of 14 and 21,
most of whom, at present, are of Hispanic origin. All partici-
pants must be unemployed and out of school (dropouts). 2all
participants are offenders, most are repeat offenders and some
are considered to be at risk of becoming same. Currently, the
project serves 30 youths at a time. Both males and females
are served with the current male:female ratio being 9 to 1.

Program Strategies

The primary program strategy -- a carry over from the
predecessor IDEA project -- is to improve the basic academic
skills and the personal habits of youths 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 l0-week period during which participants are paid
the minimum wage. .

Although this is the primary strategy, the project's

strategies are probably more aptly described as nulti-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 concentrated fashion and are
delivered quickly and authoritatively as a means of providing
a structure for guidance that the enviromment 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 youths-
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 them to
do so.

Case Management and Tracking

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 responsible for interagency
referrals and follow through relative to cbtaining 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 on a 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 monitor school reentry and educational
advancement.

V. Organization

Staff Structure 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 Humbolt Park project, at its fgcility,
appears o maintain a staff of 6 paid personnel comprised of 3
counselors (variously called core team facilitators), 1 job
developer, 1 secretary and the program diregtor. Additiona}ly,
beginning July, 1981, volunteers will be utl}ized for a variety
of unspecified tasks to serve the average daily enrollment of

30 youths.

The project appears to be in a partial state of indepen-
dence from Safer Foundation sponsorship in that daily management
activities are under the direct control of the program director.
As noted, day to day responsibility for participant activities
is delegated to the program's core team facilitators (counse-
lors). Alsoc as previously noted, the project continues to
capitalize on the community network established by the pre-
decessor IDEA project and upon the reputation 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 mechanism is limited to review d&f the
project's fiscal plan. Community based level of advisors pro-

vide direct community input.

Funding

Total funding for the current fiscal year is not clear.
Sources of funding are given as the McArthur Foundation (no 4
amount) , the State Department of Corrections (continuing annual
contract for $140,000- for contracted services), and a contract
for $50,019.75, now expired, from the State Department of
Commerce and Community Affairs (Title XX). There is no indi-
cation of the nature or amount of continuing financial input
by the Safer Foundatiorn, if any, nor any indication of funding
prospects arising from the Foundation's fund raising efforts.

Changes in the Project

A considerable amount of change has occurrxed in the pro-
ject's program related to i1ts geographic relocation to the commu-
nity served, its shift to serving primarily Hispanic youths with
a lower average academic level (from a previous level of 8.5 to-
10.5 average years in school to a present level of 6.0) and its
assertion that the population served has further changed toward
involving more females, younger adolescents, and youths in-
volved in more, serious/violent crimes. Also there appears to
be a more vigdrous intervention style involving the swift
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application of concentrated services in an authori i

: oritative
manner, although the basic structure of brogram services and
staffing patterns seem to have been carried over pretty much
intact from the predecessor IDEA project.

In some respects, these changes can b i i
of the project'g adaptability in geeting csmxtigig 2:e§§1dence '
However, since in Fhe judgment of project personnel the étruc—
Fure of the community and its needs have not changed materiall
in recent years -- with the exception of a perceived accelera-y
tlon‘ln the overall rate of serious juvenile crime -- it is
possible to see these changes in terms of conscious efforts

on the part of project leadership to shift i
ferent target group of youths. ' P stforts toward a dif-

The project also séeks to enhance its relationship with

the community by placing in priorit iti
: Y E . Y upon recruiti
from among specified residents of the grea served.ng statt

VI. §Service Evaluation

Estimated Cost of Service Elements

Data are not available to allow the fixi
: 3 ing of do im-
ates to project service elements. The list ang patteiiangStlm
utilization of service elements are given as follows:

Level of Utilization Delivery Modes
High Med. ILow Group One-to-One

Service Element

Basic academic skills ox

Upward mobility refer- *
rals (jobs) x

Crisis intervention b 4

Family counseling

Health referrals

L
MX KN

Available figures indicativ i i
current. fumds areoor foliowe: e of the budgetary distribution of

’Sa;aries 88,116.95

Fringe - 16,310.57

Travel N/A

Supplies 34,674.00
~109~
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The project has essentially carried over a multiple service
approach and staff structure successfully employed by its prede-
cessor, project IDEA. This overall orientation appears to be
based upon an assumptio.a 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. ‘

Equipment N/A
Part. act.* 50,019.75

N

*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

The project's central tie to the community appears to
capacities beginning in July, 1981.

be a contractual tie to the courts to provide its services to
youth offenders, commonly repeat offenders, assigned to the

Determining Quality of Services . L project by the courts. @&iven that this contractual tie
: . appears to be the project's most important source of funds,
A formal independent evaluation of the project's predecessor, , project services areMostly directed to a rather narrowly
the IDEA project, indicated notable success in advancing basic . defined target group of youths determined by the courts.

academic skills (cobtaining GED certificate) and job placements

for approximately one half of the group of primarily Black - o ‘ The project's service program and goals, essentially carry
participants served by that project. ) , overs from the IDEA project, are clearly articulated and, com-
. ' paring to other programs of a similar nature superior in
Similar independently conducted pre/post assessments of. delineation. However, the management agspects related to staff
basic academic skills progress, improved socialization and rates structure, "budgeting, financing and internal data processing ’
of job placement are being performed on participants in the and services evaluation are sketchy at best. - :
relocated Humbolt Park project, but as yet no data have been . , !
made available on the results of these assessments. Until these : The project's predecessor, the IDEA project, employed a
results are forthcoming, it would be premature to assume that highly similar service approach that proved, upon formal in-
results with Black youths in a dewntown location are represen-

dependent eyalgation, to have benefited the basic academic
tative of results to be expected by applying a similar approach skills, socialization patterns and employment prospects of at

in a different location with a different group of youths. . ‘ least one half.of all participants who were, by and large,
~ black youths with records of repeated serious/violent offenses.

R Rl

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 services rendered.

Similar data are being colleéted for the approximately 30

mostly Hispanic youths now in the program, however, no comparable
results are as yet available. o

R Ay e o e

VII. Summary Statement

There seems to be little doubt that serious/violeﬁf‘youth o
crime is a problem of major concern to the community being
served by the Humbolt Park project. ‘ B}

- The Project appecars to be responding to some meaningful
dimensions of the community's problem as is evidenced by its
relocation to the community and its refocusirfig upon the problems
of Hispanic youths, the dominant racial/ethnic element in the
community. : , @

i

It is the only such project currently serving Hispanic
youth offenders in the community; hence it is clear that in
the absence of this project a’ serious service gap would ocecur,
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‘Inner City Roundtable of Youth, Inc. (ICRY]

325 Broadway - #401

New York, New York 10007
Executive Director: Nizam Fatah
Telephone: (212) 964-8122

I. Context of the Project
‘Deseription of the Organization/Project

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 initial Executive Director, and Stuart Beck, an attorney.

rICRY began with and retains 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 area.
‘Hence, a description of the ICRY organlzatlon is cotermlnous with
a descrlptlon of the ICRY proJect.

V ICRY is governed by two. (2) Boards of Directors, one composed
»of leaders of youth clubs/gangs located throughout the New York

Clty area that participate in the ICRY program (currently number-'.
ing 70), and the other composed of a broad representation of
prominant community lead€rs such as corporate executives, judges,
and the like (currently numberlng 12) . Both Boards hold respon-
Slblllty for plannlng ICRY's program, and each Board holds veto

~power over the other s proposals.. o

- Pro]ect programs are: 1mp1emented from ICRY headquarters
located in Manhattan by a combined paid and volunteer staff
headed by the Executive Dlrector. \

A The progect s orlentatlon is hOllSth ’ that is, it attempts
to address the problems confronting youths within the context
oftan,understandlng of the community environments in which they

",re31de. The major services and. act1V1t1es currently belng pro-

v1ded are -as follows-*

“l, Cllent and Famlly Counsellng.

24 Posztlve Placement Analyszs/Referral Resources '
.- include educational, vocational, cultural, legal, :
,‘mental health and employment areas.,-‘
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3. Crime-Prevention Projects. Activities include 3 senior
citizens escort/street patrol units, d%stributiog of
property ID kits, security patrol services, public
seminars on community anti-crime, etc.

4. Vocational Training Workshop (Graphic Arts). A N¥S
Division for Youth sponsored project addressed .to un-
lawful graffiti/blight produced by youthful offenders;
redirects such activities to constructive and commer-
cial areas, aids in preparation of portfolios and school
placement, and provides professional art instruction.

5. Communications/Public Relations. ICRY is frequently
featured on media vehicles. They produce a quarterly
magazette, provide lecturing and consultation services
to schools, and conduct seminars and community forums.
Recreational, cultural and neighborhood events which
are open to the general community are sponsored.

6. Crisis Intervention Ombuds-Service. Unit maintains
in-office and field services--directed to the lessening
of tensions between youths-youths and diverse community
areas, etc. ‘ 0

7. Legal Service Liaison. Assists the National Conference
of Black Lawyers in their youth advocacy and litigation
roles of youths under 16 years of age, adjudicated as
adult felons. Unit also acts as diversion component
for client youths of all ages.

The large networks of contacts represented by members of
both Boards of Directors are heavily relied upon by the pgoject
for purposes of identifying youth participants and garnering
pertinent service resources.

Profile of the Target Youth Population: Demographics

This project is designed to serve a specific segment of
the at risk youth population residing in various neighborhoods
throughout the city rather than the youth of a single geograghic
area within the city. Hence, the profile that follows describes
. the project's target population rather than a target community.

City police officials estimate that perhaps as many as
60,000 youths are currently associated with street gangs/clubs.
Of that number, the ICRY claims the capacity to directly reach

about 12,000 through its existing network contacts and communica-

tion methods. Data compiled from its record keeping system for

»
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1979 indicate that over 500 youths were provided direct services
during that year. The breakdown of rates of services rendered
includes 633 counseling sessions, 347 youths referred to public/
private resources, 71 vocational placements, 36 educational place-
“ments, 69 employment placements, 73 in-facility training roles
and 16 OJT placements at ICRY. Although similar breakdowns are
not yet available for 1980-8l1, the estimate is that the project -
is now serving about- 1,200 youths annually.

. Among the visible trends is a decline toward an average
age of 17 among those being served, an increase in females and
‘an increase in serious/violent offenders. In the latter regard,
about 65.0% of all youths served are involved in the criminal
justice system in one manner or another.

Apprdximately 80.0% of youths served by the project are affil-

iated with street subculture or motorcycle clubs/gangs, the re—

maining 20.0% being unaffiliated. Most youths served are regarded
by project personnel to be program-resistant, anti-social and
crime prone. ~ '

From an age standpoint about 15.0% of those served are under
age 11, 60.0% are between ages.11<18, and 25.0% are young adults
‘between the ages of 18<35. Most youths are either.3lack (43.0%)
or Hispanic (51.0%) with the proportion of Blacks currently on
the decline and the number of Hispanics being served en the rise.

BZbout 85.0% of these youths are estimated to receive some
form of assistance from social agencies. Most have no obvious
means of steady support;-at any one time about 15.0% are employed
usually as unskilled laborers and perhaps 10.0% earn their living
through hustling and criminal behavior.

Project personnel estimate that school dropout rate is 75.0%
for this target population with the rate being even higher for
Hispanics. The perception is that these youths are on a downward
leading socio-economic pathway that is leaving them worse off than
their parents were. Most of these youths come from unstable home
situations, although project personnel believe that Hispanics as
a group exert comparatively greater .efforts to keep their families
together. Among Black youths, 80.0% come from single parent homes,
and, for the target population in genéral an estimated 40.0% are
living out of their parent's homes. ' '

Marriages among adolescents are believed to occur only infre-
quently; however, premarital sexual activity is estimated to in-"
volve 100.0% of this target population and approximately 65.0% of
all births are estimated to be out of wedlock.

-115-

7

& i T B - P : Biacn ? L R e O G M




Project personnel believe that these youths commonly per-
ceive criminal/illegal activity as being acceptable or expected
behavior and hustling to be an appropriate way to make a living.
Not surprisingly, these youths are also perceived to believe
that gang/club membership is crucial to their self esteem/survi-
val. Beating the system and/or the system owes me something is a
view commonly shared by these youths as well, though it is believed
that this notion finds stronger expression among Blacks than
Hispanics. :

At least 85.0% of these youths live on annual incomes of
under §10,000, and practically none of them is in a position to
purchase their own residences. Illegal activity and hustling
aside, the most common sources of income are welfare benefits
and various unskilled labor employment. A few youths are involved
in .skilled trades and/or run their own business, mostly involving
motorcycle parts and repair. ' ‘ :

Nature of the Violent Crime Problem

The prevailing distribution of serious/violent juvenile crimes

by declining rate of occurrence, according to project personnel, -
is as follows: '

Male Female

. . burglary
Declining order + robbery « grand larceny
of occurrence | » possession of illegal - petty larceny
_weapons »'marijuana sale

¥ . grand larceny . robbery
. assault
. homicide

The common types of victims of these crimes were not iden-
tified beyond the observation that all such crimes are typically
committed within racial/ethnic groups such as Black on Black,
Hispanic on Hispanic, etc. '

Project personnel believe these patterns of juvenile crime
to be the same as those that existed at the time of project
startup and that most criminal acts of all types are committed
outside the area of the perpetrator's own community of residence.

. Project personnel estimate the ratiojof:gang/club to indi-
vidually perpetrated criminal acts to be about 50-50.
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Cause of Juvenile Crime

Although ICRY's intervention strategies are premised upon
a variéty of assumptions, an obvious and major assumption is .
that much juvenile crime derives from the absence of alternatlve
means in the community by which_yout@s can achieve self esteenm, -
a sense of accomplishment and financial revards. In the absence
of such options, a deviant life style remains as the only com-
monly available means to achieve such personal goals. Club/gang
membership is one of the chief mechanisms for pursuing these
goals and, thus, a major conduit through which deviant behavxor

flows. ‘

The idea that street club/gang iﬁ?ﬂuenees upon youths';be—
havior can be exerted to effect conventional as well«ag dev;gnt
outcomes is central to the intervention strategy of thlslpFOJeCty

II. Legitimizing and Public Awareness Efforts

The ICRY concept rests heavily on the premise that'network-
ing is central to achieving the kind of results the project seeks
to effect. It is not surprising, therefore, t@at the project has
aggressively pursued the development of effective networks sup-
portive of the project and useful to the delivery of its services

from 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 inf%u—

ential community supporters on the other.

Additionally, the project effectively pursues the objective
of project visibility in a similar dual focused fashion. It has
achieved high recognition in the local media with stories about

.the project appearing in every major local print media source in

the last two (2) years, and it publishes a guarterly journal,
Youth at Large: The Magazette of Our Ghetto,Youthg anq Young-
Adults, utilizing youth talent throughout the Qubllcatlgn whlgh
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 clubs/gangs rgpre§enpeq on the
Board of Directors, number of community organization 1;nk§ges ]
and formal agreements, number and variety of sources of financial
backing, number of new programs launched, growth 1n,com@un;§¥
visibility and acceptance, and perhaps others, can be cxtedxx&
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support of the conclusion that the ICRY's approach to networking
has yielded outstanding results in a short perlod 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
the establishment of acceptable, conventional behavior among
youths. .

IXI. JIntervention

Program Philosophy and Goals

The project sees ycuths as victims more so than as problems.
Generally speaking, the youths of concern to the project come -
from deprived community and family environments and they are fur-
ther subjected to the broader negative influences of institutional
racism and society's propensity to aveoid dealing with the needs
of youths and young adults. As such, they have few available
optlons for improving themselves 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 approaches 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 socilety.

Program Strategies

The prlmary strategy is to get youthb 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 inter club/gang rela-
tlonshlps to accompllsh common goals and" objectlves.

, A key element of the program is that of flndlng out what
skills youths have learned in the streets and using them in ‘the
development of ICRY goals and program objectlves. :

. A notable illustration of this strategy is the current empha-

sis upon finding employment for youths in the motorcycle industry
and sollc1t1ng flnan01al and job placement backing from motorcycle
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manufacturers and retailers. Thls approach grew out of the pro-
ject's recognition that a large number of participating clubs/
gangs are motorcycle clubs (estimated: 37 participating MC clubs)
and -that, as a consequence, numerous members possessed consider-
able knowledge and skills relative to motorcycle repair and
maintenance. The present appreach seeks to exploit this body of
knowledge and skills by marketing it to those in conventional
society who need them, and, in the process to obtain their back-
ing for this and other projects.

Case Management and Tracking ‘

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

At 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 recoxrds 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 opened only.
to qualified staff and the youths. Termination occurs when the -
individual leaves the program principally as a result of a posi-

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

. Youth participants are assigned to 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.

t
IV. Organization x\'
A N
Staff Structure and Program Management

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

As prevlously noted, plannlng and policy development are

- the joint province of the 2 Boards of Directors, which also re-

tain authority for rev1ew1ng the performance of the Executive
Director and for approving hiring/firing. Day—to-day management

wwwwww
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is the responsibility of the Executive pirector who‘further dele-
gates direct implementation responsibility to Fhe Director of
Operations. All parties participate actively in the planning/
implementation of specific program activities.

Funding

At present the project's annual budget is $170,000, which
derives from several grant sources, including pEAA 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 via- 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 men;ioned
to market a program concerning club members' motorcycle skills

and knowledge.
Changes in the Progject

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 management 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 Service Elements
Available information is inadequate to a breakout of costs

for separable service elements. The distribution of program
activity by Sﬁrvice elements is described as follows:
i
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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
. Crisis In-
tervention X X x % x
. Voe. 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 $42,500
Fringes 8,500
Supplies 8,500
Staff Travel 6,800
Participant Activ-

ities 85,000
Other 18,700

Determining the Quality of Services

Ag 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
achieved by the human services establishments of large metropo-
litan 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 @n 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 evaluation
efforts. There is no indication in available information, how-
ever, of project thinking on planning in this direction.

VI. Summary Statement

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 problems 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 Director$ structure that 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 sources as churches, social agencies, schools, private
employers, and 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. °

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
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entities within residential communities and s 1
1 , tries
relationship between the club/gang and local resid:gt:lzgr tge
one that is more mutually acceptable and beneficial bl
grogches are augmented by a variety of individualizéd servi
esigned to offer specific youths opportunities for upwarg ces

mobility and conventi ;
club/gang. onal behavior outside the context of the

From the general perspective of co
he , . mimuni t;
the prevention of serious/violent youth criie? ?ggioﬁg?SZ :gn

siderable promise. It concentrates its efforts

poverty areas) at high risk of ado i .
) & pting crim

terns, and utilizes youths and their cgubs, %g:i 3§zﬁ¥§°§hpat-

grogra@ and w1th+n the community context, in combine with i

.luentla; community leaders to effect change, v is 5
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Reach Out, Inc.

Big Buddy/Lil Buddy Program
628 Boulevard, NE, #4.
Atlanta, Georgia 30308
Director: Clay Normand
Telephone: (404) 875-3592

I. Context of the Project

Organtzational Affiliation
Q Reach 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 other 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 chartered in Atlanta, Georgia in March
of 1979 and is based on the same concept as the Brothers and
Sisters Program. Since its inception, the organization has
generated an impressive amount of support, most notable of
which are endorsements from George Busbee, Governor of Georgia,
Zell Miller, Lt. Governor of Georgia, Andrew Young, former U.N.

, Ambassador.

5 Communzty Pralee

Summer Hill, w1th a populatlon of approximately 250 people,

_was the original target area. The program has expanded its service

offerings to include the Capitol Homes area, which has:approx-
imately 2,000 people. Both communities are fairly isolated around
the Atlanta Stadium and are not far from the downtown distrlct of

Atlanta., - , e

Youngsters under the age of 18 account for approxlmately

35% of the area's population. Project personnel 1ndicated that

| Precedng page blank

O e

the population is younger in Capitcl Homes. The area's popula-
tion  is predomlnantly Black (98%). It is estimated that 90% of

. the re31dents are reciplents of welfare.k L

In terms of resources aVallable within the community and/or

11nkeasy access for residents, educational, health/medical,

rellglous, and recreatiocnal facilities, and food stores appear to
be in ample supply. However, the community is said to be vir-

~ tually devoid of access to department stores 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 approprlate 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 educatlon as a means to a better

llfe.

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 communlty.

.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 Violent Crtme ProbZem

In terms of violent crimes, there doesn't seem to be much
of a problem with assault. Reportedly, they constitute the
fourth most frequently committed type of crime.

vy

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.‘v

With the well publicized murders of Black youths, the area's
crime problem is getting more attention than usual. However, it
is the belief of project personnel that the situation compounds
the already ex1st1ng problems of the youths and their families.

Causes of Juvenile Crime

. It is felt that the major cause underlying the juvenile crime
problem is poor self-concept among youths which results from the
community soc1a11z1ng institutions' latent and expressed message
"you're not o.k." A

II. Description of the Project

The Big Buddy/Lll 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
taklng 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 needs of the youth.

- III. Legitimizing and Public Awareness Efforts

Both communltles serv1ced by the program have been under
emotional stress due to the Atlanta murders of young Black youths.
The program, however, was begun prior to the local and natlonal
attentlon accorded to these murders.
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To document the need for such a program, a questionnaire was
circulated to community residents. The results indicated that
they were indeed alarmed about the crime problem in thelr neighbor-
hood, particularly juvenile crime.

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

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

Essential to operation of the program waslthe establishment
of a network of volunteers (approximately 65) from throughout the
metro area.

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

An impressive amount of support for the program has been
generated through the parent organization, Reach Out, Inc.
Endorsements have been received from Georgia's Governor George
Busbee, Lt. Governor Zell Miller, former U.N. Ambassador Andrew
Young, and several city officials. :

IVv. Intervention

‘Program Philosophy and Goals
i
The program operates on the bellef that if youths are pro-
vided constructive alternatives to “idleness, they are less prone
to engage in delinquent activities.-

Target Population

While older and younger yourhs are nét excluded trom program
activities, the target population is non-offender youths between
the ages of 7 and 14. The overvwhelming majority of the youths
served are Black. About 1.0% are school dropouts and’ only 2.0%
have had some contact with the criminal justlce system

“Roughly half of the youths served are females, and this has
been pretty much the case over the life of the program. In terms
of some other features, the youth populatlon has changed over the
years. They tend to be younger, involved in more violent/serious

c¢rimes, and to have more personal aﬁd famlly problems.
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Program Strategies

The goal of the program is to use trained volunteers as
"Big Buddies," to establish a relationship with the youth which
creates and fosters a positive social experience. 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 Strueture and Program Managemen#

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, 0IC volun-
teer, Administrative Assistants (2) and Students (10).

The Executive Director is the only full time volunteer and
as such, holds responsibility for the day to day operation of
the program. ' :

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 1mportant
sectors of the community reflect a feeling that the program is
providing a valuable service to the community.

Determining the Quality 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 detexr-
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

ia. in general, and the project's target commu-
caa éfé3§;2£ giiig;né Capgtol Homes--in particglar, have beend
nltlesd by the fears and uncertainties accompanying the unso}ve
plaguis o% young‘Black children for the past two years. Besides
Qgr insolved murders, which obviously compound the problgmsdof
“li the city's residents, the target areas are chargcterlge as
;eing economically depressed and in the center of high crime.

3 i to the onset of the
i the project was starteq prior
trin Wg;lihild ﬁurgers, it was said to have been star?ed in -
: s ogse to the community's (initially Summer Hill) crime pro
izmpand the perceived need to provide services to its children

that would prevent their turning to crime.

The assignment of Big Buddy volunteers to Lil Buddiesi the
child pre-delinguent target group, appears to be an agprograEZ:ork
intervention sexvice when operating within the causative fr

of poor self-concept resulting from systems' response.

i introduced to
ugh the Big Buddy program, youths are intr uced to
°iti32rgoge models and to educational and recrgatlonul activ
Ezzes designed to provide awareness of constructive alternatives

to those found in their own environment.

; Y jzation, has received
je Reach Out, Inc., the parent organizatlon,
expresgg;ns of supporé from key state ang c%tnyfftgéaéié %;dg;s
i i funding basis for

not been able to acquire a firm ] e Y pacared

am components. The service componen :
g; 32?;rl€;222d donazed funds and by a staff structure representing
only one full-time staff person and no paid positions.

© -130-

b R RSO Y € i AR A

o

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
Organtzational Affiliation

RAP is . a comprehensive multi-ethnic private, non-profit
organization that sponsors programs and activities designed to
provide alternatives to the youth correctional process. The
program, located in the Lantino Mission District of San
Francisco, has been in existence and incorporated for twelve
years.

Community Profile

The Mission District has been the only target area for the
project's services since it was started. The District is ‘
neighbored to the east and south by economically disadvantaged
communities. Portrel Hill to the east is described as being

~almost totally Black while Bernard EHeights to the south has a

mixed Black/Hispanic population. To the west is Noe Valley,
described as White, middle‘class, gay.

The District is said to have one of the largest population
of young people in the city. 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 60%.
About 20% are Whites, 15% Blacks, and 5% Asians.

No estimates were given regarding the population of resi-
dents who were "employed" as hustlers and/or engaged in illegal/
immoral enterprises. Over half of the residents are believed
to be welfare recipients. Only 35% of the population was estim-~

ated to be employed--20% as laborers, 10% blue collar, and 5%
white collar.

The community can be described as self-contained from the
standpoint of available resources. Major resources vital to
independent living, e.g., schools, food and department stores,
potential industrial employment sources, health care facilities,
religious organizations, and recreational facilities for young
people are located within the community. '
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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 similar 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 dropout 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 live 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 similar percent of the bu51ness owners
are said to live in the community.

: Thefcommunity 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. PFifty 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 Violent Crime Problem

From the information provided, there is no way of determining
the level of the juvenile crime 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 bequn to use deadly wea-
pons. Female juveniles are said to be more 1nvolved 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 Juventle 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 inappropr1ate/unacceptable treat-
ment. ,

II. Description of the Project

The Real Alternatives Program, Inc. 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 dlrectly affect

"them.

Most of the act1v1t1es and programs are designed to provide

~alternatives to the youth correctional process which often re-

sults in youths being separated from their families and often
their communltles.
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Iv. Intervention

This is a multi-service, multi-purpose program that, unlike :
many existing program, does not pigeon hole youths or run them i Program Philosophy and Geals
through a sequence of services. Youths are placed within a ' § :
program component(s) that is considered to best fit their needs. ] The program's philosophy can best be understood from three
As such, the duration of youths' stay in the program is individ- i statements of belief: 1) many of the causes of youths' crimes
ually determined. . , ‘ are directly related to the injustices in society's systems

' a e designed to help them, 2) the family and the communlty are the ‘

Legal services, placement within the community, counseling, , main elements in the youths' lives, and 3) the immediate communit i
24 hour answering service, and education are among the major. should be and is the only source and control over and support f0r¥.
services provided. Throughout the program, an overridding theme ( its people. Following from this three-pronged philosophical '
appears to be that of dealing with systems' responsibilities statement is the ultimate goal which is to effect radical changes
and change. : ' . — ~ in the educational and juvenile justice systems, to preserve

family life, and to move the community to self-determination.

III. Legitimizing and Public Awareness Efforts _ - i . Target Population

RAP was started by Jim Queen as a neighborhcood project de- The program accepts youths bet "ages of ' 4 :
signed to help the youths in the community. After organized - serves apgrogimately E,OO% annually?een the ages of 12 and 18 and
efforts were underway, the project took about two years to ; , R ; _ '
become operational. The major problems were lack of funding and _ Youths who participate in the program are primarily male

and are characterized as being high risk or offenders and ex- .
. , offenders. Seventy percent are male. About 80% have had con-

Immediate efforts were entered into to obtain corporate sta- tact with the criminal justice system. There is no informati ‘

tus. The Board of Directors, which was founded soon after efforts i on the racial composition of the youths served. ‘ oo

were started, represented,. as-it does now, a broad-based commu-

technical assistance.

nity constituency. Parents, youths, and community members sit . ' While the youth population is bel ore '
on the Board which has a policy-making, planning, and fund rais- ’ , ~ emotional~probl£ms thgnpthe general yoiigegogglztfggr igzmkgg:e '
ing function. The Board, which has remained active and has re- not. considered to have more mental or physical probléms y0ve§‘ ;
tained its pri@ary functions, meets on a regularly scheduled 7 ’ the life of the project, some major changes have been néted in 4
bi-monthly basis. ~ : the population served. The male-female ratio has remained fairly %
B ) ] constant; however, youths entering the program are said to be "
Just as community residents were involved in planning, pro- S younger, to have committed more serious/violent crimes, and t E
jeet staff involved major systems and organizations. Reportedly, v have more family and school related problems. ! ° 5
the project's goals and operational plans were presented to law ‘ : : : ' ;
enforcement, the courts, schools, and churches. Pclitical ' - Program Strategies >
leaders were not approached. According to project personnel, , ' o , : =
these early efforts resulted in support. BHowever, project per- 1 . The overall strategy of the pr i k
sonnel contend that the attitudes of law enforcement officers ; activities that are intggded to k§e§g§§§t§: gztoggeih:e;zéggilandv 5
are almost impossible to change. A lot of police harassment and i correctional system, to maintain youths within the commanity; :o {

brutality is reported to exist. advocate for justice meted out by the "system" and to fill the

void when this is not possible, to better prepare youths to deal

The organization has not develbped formal interaééncy/ ' ‘ | with the greater society, and to provid : v v -?n
organizational procedures for cooperating and coordinating : ‘ . crisis needs, ¥e ‘ P © services for immediate i
efforts even though efforts were entered into to make tradi- ' , S : : i
tional systems aware of and lend legitimacy to the program's - TP : Service components of ‘the organizat . ik
goals and plans. While the organization does not deal on a T S £ ' ; -d lon include: : ‘ ’
formalized basis with the traditional systems, it forms coali~- : BN S ¥ 1. Alternative Education--A private accredit _
tions with other community based organizations within the commu- |  mest the nesds of Third World youths whoee necan srs’
nity to plan programs and to expand resources. S ; L . ~ not being met in the city's school system. -

o
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2. Poster Home and Group 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 from the
Mission community who are detained at the Center; and
other information services. :

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 Management and Tracking
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 contend::

that attempts are made to help anyone who walks through the door.

The intake 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-
sibility for developing, carrying out, and integrating/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. VYouths are re-
portedly involved in planning, serving as peer counselors, and
in organizing community efforts. 1In addition, youths have a
one~-to-one relationship with the counselors. Pun/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
together and reintegrates into the family, school or job."

V. Organization

Staff Structure and Program Management
The following is a complete listing of the program's staff:

Executive Director

Office Coordinator

Counselors

School Teachers

Community Liaison Persons

Social Worker

Vocational Education Counselor

Foster Home Recruiter

Foster Home Coordinator

House Manager

Youth Organizer .

Group -Coordinator

Youth Organizers (youth) and
Peer Counselors

OFRPHEMEMENN U

l_-l

'All staff, with the exception of youth organlzers 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 respon51b111ty for the individ
ual case assignments. Problem-solving is said to be accompllshe
through an individual and/or team approach, which ever is consi-
dered appropriate. When considered necessary, 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 organization is presently operating on $250,000 arnually.
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 Project

RAP has been in existence and incorporated as a private,
non-profit community based organization for twelve years. Throughout
its history, its major focus has been on providing programs and
activities to create a more supportive and healthy environment in
which youths can live. N

The major changes that have occurred have been in the ex-
pansion of services and staff. It 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 Service 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 ; ' Delivery
, Utilization How staffed Mode
Service ' : .
Element High Medium Low - Paid Volunteer =~ Group One-to-one
« Comnmunity Liaison X . ' X ’ o X
(between the juve- ‘ ’
nile authorities
and the community)
. Foster Home | X X | v S X
. Alternative Edu- : o
* cation X o X X X
+ Group home X N X ; Toox X
-138-
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Determining Quality of Services

The program seems to utilize various means to ensure the
delivery 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 months by staff and the Board of Directors.

.While there is no indication of how the data are used, pre-
and post-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. Feedback on per-

ceived effectiveness of the program is carried out with youths'

families. Families are said to be contacted every six months.

VII. Summary Statement

a

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 the 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 cr1m1nal behavm— ¥

Oors.

~ 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-
lief in the benefits of education. Hispanics are said to have
the highest dropout rate.

The extended family is the most prevalent family structure
in the community, resulting, in part, from an indicated high
divorce rate and from the fact that emanc;pated youths are said
to genexally remain in the communlty.
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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
in 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 placément, 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 community
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
Telephone: (305) 233-9325

I. Context of the Project

Organizational Affiliation

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- i
zation are the Boy Scouts, Youth Alternative Community Work Pro- :

‘gram, Juvenile Community Control Program, Volunteer Program, In

Kind Donation Program, Community Center Special Instruction, Com-~
munity Garden Project, Overgrown Lots Project, Resource Agency
Listing, and various organized sports, such as, Pop Warner
Football, Dade Youth Basketball Association, Amateur Athletic Unrion
Track, Dade Youth Baseball Association and other 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. During
this same period, funding increased from $67,000 to $730,000,

Conmunity Profile

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 Heights (40,000-50,000) :
and Goulds (20,000-30,000)~~whose residents are lower class Blacks
and Whites.
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Nature of the Violent Crime Problem
ﬁhile the West Perrine community is multi-ethnic, Blacks /

T : . , , J The major types of crimes committed by male youths are
account for an estimated 80% of the population. About 10% are o 3 / believed to be breaking-ins and entering, loitering, the
Whites and another 10% are Asians and Hlsganlch. possession of drugs, assaults, 'and the possession of stolen

s s goods, in that order of frequency. Assaults and murders have
A high percent of the residents are believed to be receiving

increased. For the most part, however, crimes committed b
some form of social welfare benefits; howsYGr,lEhe gajor@t{lof the youths in the Derrine communiéy have nét oo of a‘ViolentY
: ts are said to be employed in the ega and socially nature. Shoplifting and the possession of stolen agoods are
zgi;gigble workforce. While hustling and/or illegal/immoral among the major types of crimes committed by fomale ponthes
activities are not prevalent means of making a liv@ng, a rela-
tively small percent (estimated 10-15%) dq engage in such means

Most of the juvenile crimes, primarily relating to property
for their livelihood.

and increasingly involving bodily harm, are thought to be committed

i . ‘ & 7 within the community. The business community is reported to be
About 40% of the commugty's r?%}dengzlzzznigl%%23?8?93 i} ; : the most frequent target of break-ins while assaults are believed
: ' ith most being older a o . ' more often directed toward peers and other id . ‘
EZg%é;ZrEZE% ii'gﬁz families (ag estimated’ 50%) are single- P resldents

parent households. 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 project personnel, most juvenile crimes have, over the years,
represented a "group" phenomenon.

The community is denerally perceived to be chargcterize@ by
negative attitudes toward work, socially acceptable interaction
within the system, and education. Youths, howeve;, do'not tend
to view gang membership vital in their peer relationships.

“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.

As a whole, youths in the community 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-
flec¢ted in behavior. While there is an estimated 35% overall
school dropout rate, the rate among Whités and Asians is far
less than 10%, and for Hispanics, right at 10%.

Causes of Juvenile Crimes

Youths are thought to6 be prone to criminal involvement as

» a result of several related factors: namely, inadequate skills,
Sexual activity among adolescents, particularly Blacks and : ‘ economic deprivation, psychological/emotional individual and

Hispanics, is considered to be at a high level, with a resultant ) ‘ ~ family problems, youth's idle time, and poor self concept.

high rate of adolescent out-of-wedlock births.

_ II. Description of the Project
The overwhelming majority of the families (estimated about. . - =

75%) have an annual income of less than $10,000. While the com- The Perrine Crime Prevention Project is designed to enhance
munity is generally economically depressed, a small percent of ' youths' self concept, to provide job opportunities for self-

the population is employed in such positions as teaching and sufficiency, and to assist in the development of personal qual-
the postal service, : ities considered vital to future success in the social and work

' . : RN world. These major objectives are expected to be realized through
Home ownership.is.well above the expected in such commu- S : program participation over a period of six months to one year.
nities. Reportedly, 50 to 75% of the families own or are buying : e '

their own dwelling. Some business owners also live in the commu- ";5‘ During a.CYCle:in which youths are in the program, they are
nity. : : , J T

| : ‘ provided intensive individual, group, and family counseling and
} » o . o a s initially they were placed in a job for 20, 20-hour work weeks.
These above qualities tend to suggest community stability of a : L ' The work experience was later cut to a 15 hour week. In addition
sorts. From still another perspective, across generational in- to counseling and the work experience, youths are exposed to and

habitancy, the community is a stable one. But the unstable are provided with cultural and recreationail experiences.

nature of families (high divorce rates and high percent of sin- A i 0 ‘ ~ i .

gle~parent homes) and the tendency for youths generally not to SR P T : . ‘ : ‘ I

improve in life over their parents suggest a debilitating effect . RN ‘ C , ) ,

for a large segment of the population. ; : , : i

&
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Each youth is assigned to one of four counselors who has
the major responsibility for the management of the overall ser-
vice plan. This one-to-one relationship is viewed as being vital
to youths' growth in the project and to their future development.
Both the youths and their parent (s) are held.to‘contractual
agreements that were entered into at the beginning of the youth's
participation in the project. .

IIT. Legitimizing and Public Awareness Efforts

The program originated out of concerns by area residents to
reduce the high rate of youth crimes. Funds were originally
allocated from the Department of Human Resources. This led to
the development of a Community Developmen; Advisory Board in
the Office of Community and Economic Deveiopment which in turn
formed task forces in the various communities. The Perrine Com-
munity Development Task Force, made up of individuals that live,
work and/or own property in the community, made as. their number .
one priority, a recommendation to the Dade County G¥fice 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 Cvime Prevention Advisory Board, comprised of a mini-
ster, teacher, social worker, public safety representative and
community members, was formed prior to the project becoming N
operational. The Advisory Board, which has remained active
throughout the project through regularly scheduled monthly
meetings, assists in monitoring and implementing project
activities. .

In planning for the project, the agency presented the pro-
posed prcject 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 voluntaryl'
sectors. : :

The program has established and maintains linkages with
the Dade 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.
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The program obtained memos of understanding from a number
of community agencies that serve youths. The understanding is
one of mutual assistance (referrals) in the effort of providin
comprehensive and quality services. : FrovIEing

IV. Intervention

Program PHilosophy and Goals

) The program and its service offerings are
belief that juvenile delinquency can oftgn be pgzszgtgg ggea
youthful offepder or potential delinquent is offered a complete
range of services to fit his/her needs before experiencing the
court process @nd incarceration. The principle focus of the |
program is delinquency prevention and the development of posti
self concepts. As originally stated: " Ve

The goal of the Perrine Crime Prevention Pro i -
vide juveniles with the self-sufficiency whigﬁaziii ;Zrﬁ§%
them tg grow, mature, and achieve their maximum innate
potgntlal. Our goal is to provide each youth access to
socially acceptable roles in society in order that aliena-
~tion may bg reduced and thus reduce the amount and nature
of the delinquency rate. A part of this goal will be the

reduction of negative labeling which i ignifi
e ton of ¢ g .1s a significant factor

Basic to realizing the project's overall
] : 12 goal, the cou -
iggecgﬁgongnt 1s_v;ewed as the most vital of the péogram's ::iid
erin i i in i
vice ¢ gs with the work experience being second in 1mpgf—
/
Target Population

The project is designed to accept youths betw

9 and 18, however, the youths served in the caselozgnng:gzg:ngf
are primarily between 14 and 18. Both bpre- and post-delinguent
yoths are accepted in the program. About half of the pos%—
delinquent youths have committed such crimes as violent assaults
aqd_strong arm robbery. From June through December 1980, 119 par-
tlglpants were served. As of late January, 1981, there were 56
being served-~55% female and 99% Blacks. ’ ‘

To be accepted in the program, youths must be of
. cej ) , . normal
intellect and possess no psychological or emotional disorder.

As a condition of participation youths must } i
attending school. ﬂY be enrolled in and
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The population of youths served over'ﬁhe.years‘has remained
pretty much the same in terms of age and sex,. Changes have been
noted in the seriousness of crimes committed and the extent to

which youths seem to experience family and school related prob-

lems. Youths are more involved in violent/serious crimes and
have more family and school problems. '

Program Strategies

The strategies designed to effect this basically two-pronged
goal of the project include four major service components. The“
program provides individual, group, and family c9unsel1ng:»organlzed
recreational activities; cultural enrichment activities; and work
experience 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 one of the
neighborhoed parks. )

Cultural enrichment activities are planned monthly by the
program staff. Visits to museums and places of historical in-
terest, as well as such fun activities as trips to the beach,
picnics, and barbecues, are sponsored through the program.

Basic Skills Education classes reinforce what is being taught
in the Dade County.Public School System, while providing individ-
nalized assistance in participant's weak areas.

The purpose of the Pre-Employment Knowledge Training component
'is to teach the technical and non-technical skills necessary for

obtaining and keeping employment, such as: completing job appli-
cations, job interviewing, completing resumes, proper dress,
following instructions, co-worker relationships, etc.

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

An individualized treatment prescription plan is established
for all youth participants, based upon evaluations, reports and
assessments from parents, program counselors, school officials,
worksite supervisors, past employers, youth participants themselves
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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Bach individual component mentioned above is not sufficient.
+o 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, youths are placed
for meaningful employment in such neighhorhood 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 discharge from 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. v T

Case Management and Tracking

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 participant's needs in relation to reasaon for
referral, family situation, personal problems, attitudes, etc.

These evaluations become a part of the participant's program file.

Each participant is assigned to one of the program counse-
lor's by the project director. While the assigned counselor
hag 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
confer with parents and to work sites to confer with supervi-
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.




-

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 d year. If additional services are required at the end of
that period, the youths are referred to other social service
agencies.

. \
) The program attemps a follow-up contact with former partic-
ipants at the end cf 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 :

V.  Organization

Staff Structure and Program Management

. The Crime Prevention Program is staffed by an executive
director and an executive secretary, both under a time-sharing
arrangement, one full-time administrative secretary, four
counselors, and a youth activity coordinator. The services of

Ehese paid staff are enhanced and augmented by the use of volun-
eers.

The groject's staff is directly responsible to the larger
organization, of which the executive director is head. The
policy-making medium of the Crime Prevention Project is the 12-
member Perrine Crime Prevention Advisory Board.

. By formal organizational procedures, the agency's assistant
director assumes responsibility for organizational administrative

decision making in tbe absence of the executive director. Coun-
selprs 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 planned through regularly scheduled
meetings. The Youth Advisory Board provides input into_the
planning of activities and in developing rules, regulations,
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 group meetings are held
with staff to ascertain how .program operations are proceeding
and to make certain the program activities proceed as planned.-
Program personnel indicate that an appraisal system and case
management review forms are used as a means of ensuring effective

staff performance.

A good system of record keeping in iegard to participants
seems to be in. place. All information 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 funding level. CETA funds are
available at a lower funding level until September of 1981.

The organization has been engaged in capacity-building activ-
ities to ensure continuation of program activities. Applications
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 the
continuvation of some of the services offered should funding
become problematic.

Changes in the Project

This 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 priority than the
counseling component. Perhaps, this accounts, in part, for
youths ages 14 to 18 being 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 procedural
requirements that would tend to guarantee more accountability of
the youths, particularly at their work eites.

One apparent additional change 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 funding for the project is
to expire in May of 1982. They are aggressively seeking funds
to continue the program from that date. There are no indications
how nor if, any evaluation of program effectiveness will be used
to reassess program philosophy and/or strategies.

VI. Service Evaluation

Estimated Cost of Service Elements

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-cne and group
invqQlvement. It is only for counseling services, including basic
skills development and career planning, that paid staff are in-
volved. From this perspective, the counseling component can be
viewed as the most costly 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 salaries.
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.

Determiniﬁg 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 from Perrine
clients indicated 25% fewer delinguent 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 delinquency 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
termination from the project, a follow-up report is attempted
during each of the first 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=
vided rating sheets for evaluating the program.

In.relation to the program's impact on the lives of chil=
d?ep who leave tbe program the information is used to assess reci-
divism rate and input on positive termination. Pre- and post-

przject tests used in the education component reports a 80-85%
rate. ’

VII. Summary Statement

. The.target community served by the Perrine Crime Prevention
Project is classified as a lower income community with a fair share
of reS?dents who are gainfully employed and considered "model"
community residents. In this sense, the community does differ

from'the bard—core poverty areas that are natural breeding grounds
for juveniles crimes.

In.this multi-ethnic community with an 80% percent Black
population, the majority of‘the residents are said to be employed
in the_"legal" and socially acceptable workforce even though it
is estimated ghat roughly 75% have an income of less than $10,000.
On the plus side, home ownership is estimated at 50 to 75%.

.’While_the commugity situation is not as depressing as say
an inner city economically disadvantaged area, one gets the notion

that living conditions are probably worse among Black
i s than a ,
the Whites and the Hispanics. 7 nend

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 ﬁuveniies
are thought to be breaking-ins and entering, loitering, possession
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of drugs, assaults, and the posse551on 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 response 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 o 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 relation to the pre-
sumed causes. However, the time-frame (6 months to one year) in
which the strategies are expected to have a "lasting" (meaningful
beyond program) impact seems totally unrealistic, '

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 management 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 channels.
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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 sexrve the Asian Pacific
youths who are economlcally disadvantaged and/or who are recerit
immigrants encountering problems such as racial dlscrlmlnatlon,
languade barriers, poverty, 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
Experlence Program.

Community Profile

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 Corrldor, has an
approximate population of 350,000. Adjacent are Montiray Park
(BEast), composed of a heavy Asian population from the upper
middle class and Hollywood Hills (North) predominantly White,
upper middle to upper class.

Youths under the age of 18 comﬁrise an estimated 60% of the i
total population. ﬁ :

The communities contain an estimated 30.0% Asian population

and a 30.0% Latin population; the remalnder being about 25.0% .
Black and 15.0% White.
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rne socio-economic status of area residents appear dismal,
60% are thought to be welfare recipients. Of these in the labor
force, the majority are in the blue cellar ranks. About a third
of the area's residents are believed to make their living through
hustling and/or dealing in illegal/immoral 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 schoeol 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 more so among Hispanic youths. However, the occurrence cof
young marriages and adolesgcent out-of-wedlock births are thought

-to be no higher than the ¢gneral 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.

Nature of the Violeut Crime Problem

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 frequencies 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 tliemselves. The youth on youth
crimes are believed to be mostly group or gang related. However,
the extent and nature of these gang related youth crimes are
largely unknown mainly because statistics are rarely collected on
the status of the community. Project personnel contend, however,
that gang violence is on the increase among youths. “
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prug {(quaaludes, PCP) usage, a main problem among youths,
appears to exacerbate and accelerate situations into wviolent
confrontations.

According to project personnel, residents perceive the crime
problem as an accepted element 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 homesg,
and keeping their children in their homes in the evenings.

Causes of Juventle Crimes

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 America, 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 "culture" 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
involvement in delinquency and/or criminal behaviors.

SAAY also recognizes that criminal influence is a significant
contributor to violent juvenile crime. For example, Asian youths
band together into gangs for survival and protection; and, as the
need to fight is enhanced, negative behavior becomes more agreeable
to peers who normally would not commit delingquent 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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IY. Description of Project

EAA Crime Prevention program seeks community involve-
ment iiaizéLservice efforts as a means of addressing the weak
attachment youths have with their community and society. Its
strategy addresses unoccupied ti@e through an emphasis on sports
which allows youths the opportunity to identify with a conven-
tional unit of socializatien.

Drawing from other project resources within the organiza-
tien, participants are provided CETA In-School Work Experience,
bicultural education/ethnic studies,‘cu;tural/social figld trips.
and get togethers, training on vocational planning, training
on ways of handling cultural conflicts, employability training

workshops.

IIY. 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 ingluded truant officers and
other 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 which the community can
become involved.

A youth gang council was formed to actively involve youths
in addressing the crime problem. This 28 member multi-ethnic ‘
council works to ease conflicts between the various ethnic gangs
in the community.

Iv. Intervention

Program Philceophy and Goalse

The program is based 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, community

involvement with the program enhances its potential to strengthen’

the weak attachments youths have with society as well as allows
them an opportunity to identify with a conventional unit of
socialization.

The program seeks to improve the‘quality of life among
youths that live in the community through education, recreation
and community involvement.
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Target Population

The program serves approximately 660 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 disadvantaged and/or are
recent immigrants encountering problems such as racial discrimina-
tien, 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.

Program Strategies
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.

. Sports 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 communiity 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 Council--This 28 member multi-ethnic Asian

Youth Council serves to ease conflicts between and among

Chinese and Japanese gangs. The Council provides leader- :
ship training and develops constructive alternatives to ’
crime. 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 H
rumors of gang viclence. .
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Case Management and Tracking

The key actors in the youths® 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 participants.

The Youth Coordinator makes participant—étaff assignments.

That decision is largely influenced by sex and ethnicity. The

Youth Coordinator is also responsible for linking participants
with other community service agencies which are determined best
suitable for addressing the participants service needs beyond
the capabilities of the program.

V. Organization

Staff Structure and Program Management

) 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 (8).

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 Beard 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. Sourcesg
for most of the program's monies are CETA and County. Service
Funds, both of which ended in December, 1981.
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SARY, the organization which sponsors the crime prevention
program, has 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 a "good credit

letter" with LEAA; which enables them to receive funds directly'
from LEAA without State or County agency involvement.

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 estimated 30%

of the population representing several Asian American groups,

30% of Hispanic origin, and 25% Black. The area is characterized -
as being economically disadvantaged with an estimated 60% of the
families thought to be receiving some form of welfare assistance.

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 necessity 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 community systems that impinge upon youths, SAAY has
developed and maintains coordinated linkages with schools and
the community at large to more effectively meet program goals. A
very positive aspect of the program is the use of a semi-monthly
newsletter, which is partially developed by the youths,; as a
vehicle for program-community communication.
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Sey Y.E.S., Inc.  (Youth Enterprise Society
3840 Crenshaw Boulevard, Suite 217 4
Los Angeles, California 90028

Director: V.G. Guinses

Telephone: (213) 295-5551

I. Context of the Project

Organizational Affiliation )

Sey Y.E.S. was .organized by V.G. Guinses in 1968 in the
South Central Los Angeles area as & job training and employment
agency. During the 1970's, the major emphasis of the organization
which was incorporated as private non-profit in 1974, shifted to

 the prevention of violent juvenile acts, particularly gang related.

in the public schools and the community and to the improvement 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 training 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 and dintergrated approach to combat gang
violence. :

Community Profile

The 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-
populations,.

The age. structure of the area's population is 40% under agek
'18 (with two-thirds between 1l 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 be 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
‘ ‘ B ( have annual incomes of $10,000 or less, 15% are believed to have
| G e L e o ; , , . incomes in excess of $15,000 with 5% being in the $20,000 plus
L : o DR v s S L R T category. The income levels pretty much reflect the educational
: i ' ' ‘ ' ; oo levels. Less than 25% are believed to be high school dropouts;
10% are ‘estimated to be college graduates.
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Basic resources, such as schools, recreation, medical! sh0p—>
ping, and potential industrial employment sources, are ea311y
accessible to area residents.

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 numbey represent persons owning
businesses in the ;rea. It is estimated that between 10 and 25%

of the business owners reside in the area.
Profile of Youth In The Program

Sey Y.E.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 among youths are perceived to
be consistent with behavioral observations. Yout@s are thought to
ascribe strongly to making a living through hustling, to believe
in beating the system or in the notion the system gwgs_them some-
thing, and to view engaging in illegal/immoral activities fqr
financial goals as acceptable or expected behaviors. leewlse,
youths are not perceived to believe in the value of education as
a way to a better life. They are thought to conslde; gang member-
ship as being vital to their self-esteem and(or survival. In
fact, the gang "family" is described as a major subculture.

Youth's high school dropout rate is estimated to be between
15 and 20% with the rate being highest ameng Hispanics and Blacks,
estimated at 25 to 30% and 15 to 20%, respectively. Pre—marita}
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. Mar;iages
among the very young (under 1l4) are thought to be rare but quite
common 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 families are
estimated to represent one-parent households. T

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 Violent Crime Problem

South Central and Central Los Angeles are noted for higb cr%me
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 range committed by area adults. For male juveniles and
adults alike the most frequently committed crimes, in the order
of frequency, are said to be robbery, homicide, drug possession
-and sale, assault, and rape. Among females, program juveniles
and area adults, the major crimes committed are believed to be
robbery, assault, drug possession and sale, and prostitution.

Male and female juveniles in the program are believed to
commit most of their crimes within the target community; however,
it is project personnel’s judgment that the more experienced crim-
inals go outside the area. The major target of criminal activi-
ties varies by type of crimes. The elderly are thought to be
the prime target in robberies. Assaults and homicides are per-
ceived to be targeted at peers, while drug sales is directed to
peers and the very young. Male juveniles are said not tc have
a specific target for rapes; anyone will do.

According to project personnel, levels of fear are high.
However, it is 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 Juvenile Crimes

Violent youth gang related crimes are seen as being caused
by the lack of job opportunities and social activities. The
chances of their remaining in existence and becoming increasingly
more volatile are great without preventive and other conserted .
efforts that include work with families, the community, schools,
the police, and the gangs.

IT. Description of the Project

Sey Y.E.S. has developed various project approaches to deter-
mining the underlying causes of gang warfare and violence and for
coping with that crime. Project elements include: (1) enterven-
ing in the formative stages of possibly violent, gang-related
events on school campuses; (2) helping school personnel prevent
and manage gang-related conflicts and disturbances; and (3) estab-

lishing an environment where members' of gangs can interact on a
positive basis.
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flict management teams who ¥

A central project component is crisis intervention and con-
esearch and monitor gang violence and
plan intervention/containment activities. Another component in-
cludes school workshops designed to transfer Sey Y.E.S. prevention
gkills to teachers, administrators and school personnel.

Perhaps the most unique features of.Sey Y.E.s. project, war-
renting brief description, are the peer intervention and commu-
nication system. Female ex—~gang members (called the Angels) are
recruited and trained to serve as "trouble" shooters in communi-
cating with gangs and in decreasing their potential for warfare.
They study the pattern of gang activity in a qommunlty before
they are allowed to work on the streets. Through their street
work, i.e. friendly involvement with gang members, they have
learned of personal and gang related problems and provide Sey
Y.E.S. with a direct communication's link to the gangs. The Angels
also help in tutorial, recruitment, and training activities. Other
peer intervention involves male gang, ex-gang, and non-gang affiliat-
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:
. Ccoordinating efforts to prevent mnurders;
. Decreasing police visibility and counter-attack;

. Timing the intervention so more immediate and precise
(most important);

. TInvelving 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 neighborhood watch programs (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 founder of Sey Y.E.S.) is said to have

conceptualized and started the project in response to the employ-
ment needs of youths in the area. Having changed its focus in the
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early 1970's to the prevention of violent youth gang related
crimes, efforts were entered to seek corporate status. The startup
peylod is said to have lasted over a period of 4 years with the
major problem encountered being the inability to secure funds to
to pay staff.

. A Board of Directors, comprised of some staff members,
b:s12ess men, and community members, was formed soon after the
startup activities began. The Board, which initiall i

\ gan. - v provided
moderate advice on organizational planning and technical assistance
r

continues to be involved through
meetings. gh regularly scheduled monthly

Early networking efforts included presenting the project's
goals and operational plans to schools, churches, community
groups, and political leaders. Law enforcement and the courts
were apparently involved later in the program's history when plans
were fogmalized to seek assistance through LEAA, At any‘rate
?he project currently enjoys the support of community groups '
including lgw enforcement and the courts. In fact, the Los
Angeles Po}ice Department and the schools are vital components
to the project's operational plans as was previously noted.

The project's concept rests heavily on networking with the

“major target group, i.e., gang members, which it has effectively

pursued through employing respected current and former gang
members as staff and in their inclusion on the Advisory Board.

servii’vzri?ty Oftth: prgject‘s activities including the in-

: e training to teachers on ways of obtainin i ining
?etter relationships with students? the surveillgningSZ;gziéﬁgng
in schgols and strategic locations in the community, the liﬂk—
ages with other service groups, the technical assistance provided
other Los.Angeles communities on implementation strategies and
the practice of hiring staff from the target areas have fuéther—
ed and serve as support of the positive nature of the community

involvement approach,

IV. Intervention

Program Philosophy and Gogls

Violent youth gang related crimes are seen as bei
_ : ate v eing caused
by the lack of job opportunities and social activities gnd are

viewed as the most critical of all youth crimes in the area.

The program appears to operate on the i ‘

e : > : premise that youth gangs
are inevitable in an environment which has given rise to‘%heg
and the best course of action is not to work toward dismantliﬂg

them but rather the reduction of their wiolent nature through

~165-




redirecting their energies and direct crisis intervention
strategies.

The stated goal of the project is to reduce gang violence

‘through direct and indirect programmatic means., Directly, the

project attempts to avert impending gang action. More @ndirect
means include involvement of gang members as staff and in the
informal communications network.

Target Population

Due to the nature of the project, i.e., major activities
accomplished in the streets and other gathering places, there
is no way to presently determine the exact size and composition
of the target youth population. However, the characteristics of
the estimated 500-1000 plus gang and non-gang oriented youth
receiving more direct services (such as employment assistance,
stipend, counseling, etc.) can serve as general indicators of-
the characteristics of the target youth population.

The population of gang and non-gang oriented youth currently
receiving services are estimated to be between the ages of 8 and
21, with anethnic /racial composition 80% Black, 15% Hispanic, 3% Asian
and 2% White. Males represent about 70% of the population,

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
than do youths in the general population. Emotional problems are
thought to be related to alienation from the family. Drugs are
believed to be the major cause of the mental problems the youths
experience, . :

Project personnel 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/violent nature; and the youths, themselves, appear to
experience more family and school related problems.

Program Strategies

The primary program strategy is to use peer intervention for
averting potential gang violence. Other strategies are focused

‘on individual problems and personal growth, and on community

awareness and change, all with the same goal of preventing gang
related wviolence.
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In addition to gathering information and communications sys-
tem and the peer intervention strategies previously described,
the program directs attention to groups in awareness and train-
ing efforts and provides individualized 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
gchools and community centers are on-going activities. In-
service training for teachers, which is designed to improve
student~teacher relationships as well as to build better methods
for dealing with violent outbursts in the classroom, also con-
tinues to be one of the services provided.

Some other program activities, all of which assume a lower
priority than crisis intervention efforts, focus on individual
needs. Theve include job preparation, job placement within the
organizations, leadership training, recreation, tutoring, and
utilizing parents and youths for neighborhood watch.

Case Management and Tracking

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 program's assistance. Each
such participant completés 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
thg'progzam efforts but who do not actually come into what can be:
defined 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 Structure and Program Management

Sey Y.E.S, employs six (6) full-time paid adult staff members:
(1) a qlrector, (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 administrative staff are responsible for
final program decisions. However, the Board of Directors pro-
vides policy input and overall leadership; the Advisory Board
provides input (of an unspecified nature); and 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/proqress and
changing 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; however, a fiscal
accounting system is established.

Funding

Sey Y.E.S. is currently funded through the Office of Criminal
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; however, it is estimated that ap-
proximately $350,000 are needed annually to operate the compre-
hensive and integrated approach to the reduction/prevention of
violent gang 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 program's capacities. However, available
information does not describe the nature of the Center nor the
cooperative relationship.

VI. g&aluation

Estimated Cost of Service Elements

Data relevant to the pattern of service utilization, staff
allocation, and budgetary allocations are inadequate to allow
making dollar estimates of program elements. However, some gross

statements can be made from considering the following utiliza-
tion pattern and the general nature of service elements.
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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 b 4 X %
Teacher
Training X x X X
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 of 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-
ment, telephone monthly service charge, etc., over against no
such major costs in the athletic monitoring would result in
the crisis intervention component being more costly from a
budgetary standpoint. Additionally, while both components
were rated similarly regarding utilization and staffing pattern,
one has to believe that a 24-hour service involves a signifi-
cantly higher level of utilization by the service-based population
and consequently nore staff-time.

Determining the Quality of Services

~ To ensure effective staff performance, project personnel

indicated that a first consideration is that staff are endemic
to the service areas. Crisis interveners and athletic monitors,
in particular, are said to be "street" wise and to 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 evaluatien forms indicates -that
a highly detailed and formalized internal system of evaluating
program effectiveness in relation to workshops and training pro-~ :
vided and crisis intervention/conflict resolution efforts.are v
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 provided. Similar evaluation
procedures are utilized for rap sessions. For youths who parti-
cipate in some of the several activities_sponsored,by Sey Y.E.S.,
-e.g., rap sessions, athletic program, drill team, and modern
dance, an evaluation form is provided to the youth's parents.

Attempts at the evaluation of the program's effectiveness
in averting gang violence at school sponsored events are accom-
plished through a pre-event assessment of the potential for vio-
ience and a monitoring of the occurrence of incidents at such
functions. While there is no way to determine the extent to
which 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 economically disadvantaged. While Blacks account for
the overwhelming 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 addressed 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 viofient 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 practices of area institutions 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 work, the program provides individualized
services to between 500-1,000 youths annually.
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There is much to be said for the program's involvement with
the community through board membership, planned activities for
youtis, training sessions, community organizations, and directed
efforts to avert violent gang crimes, primarily, through youths
who are former gang members. ’

-171-

L3
=
!

AR R




]

©

4

&,

O

| (Preéeding_page biank

Wynwood Youth Center, Inc.

273 Northwest 29th Street

Miami, Florida 33127

Project Director: Jorge Bantista
Telephone: (305) 688-3236

I. Context of the Project

Organizational Affiliation

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.

Communtty 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 of 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 Little Haiti to the
north with a mixed population of Haitians, Blacks, and Hispanics,

While about 50% of the residents are estimated to be
employed and as laborers, 75% are thought to be‘receiving some
form of welfare., A high percentage of the employed and the
unemployed reportedly make z 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
community 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
that 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.

i
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Given this environment, it isn't surprising that youths
tend to dropout of school. Among high school students, the
overall dropout rate 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 upward 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-
pectedly, only about 15% of the residents have an annual income
of at least ten thousand dollars, 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 genexational inhabitancy, the
community can be considered a stable one:, Emancipated children
do not tend to move away. However, from §till other indicators
the Wynwood area is far from being a stable community; families
are not generally home owners; they tend tolbe somewhat transient,
i.e., moving from dwelling to dwelling; and the intact nuclear
family appears to be the exception rather than the rule.

Nature of the Violent Crime Problem fg

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 are 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, drur; sale, assaults, and gang violence.

Female juveniles, like their male counterparts, commit gang
violence. Both female juveniles and adult females 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."
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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 Juvenile 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.

4

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 project's focus and activities are a carryover of the
Center's work for four years as an affiliate of the Miami Dade
Community College. The project became community based in order
to become:a more constructive 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 youny 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. lLegitimizing 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 community by
forming a community board that provided input and needed support
and by presenting the goals and operational plans to representa-
tives of the major systems within the community, i.e., law
enforcement, courts, schools, churches, community groups, and
political leaders.

The program took about 5 to 6 months to become fully opera-
tive with what project staff described as a known impact on the
community. While staff, community members, and participants
worked all summer in renovating the building donated by the city
of Miami, the problems encountered that were considered of major
consequence during start-up were the lack of staff, the lack of
experience, and the lack of transportation.

. Since its inception, the Center has actively sought and re-
ceived the support of the community's systems and organizations.
The Center is 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
through the project's membership on an Interagency Council con-
sisting of a number of social service agencies.

_T@e Community Board, made up of prominent citizens, parents,
participants, law enforcement officials, and merchants, remains
a viable component that holds regularly scheduled monthly meet-
ings.

IV. Intervention

Program Philosophy and Goals

As a community based youth crime prevention program, the
Center's goal is to reach youths before they become involved in
delinquent and criminal behaviors. Heavy emphasis is placed
on designing and implementing 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
concept with concomitant constructive alternatives for existing
life style situations lead to more productive adults.

Target Population

The project primarily serves Hispanic youths; however, a
few Whites and Blacks are in the program. While the project
reportedly serves approximately 700 youths between 8 and 21
per year, the average age is 14 to 15 years of age. The
participant population represents about 70% males. Most have

not been involved with the law but are considered high risk.
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Only about 5%, first offender referred by the Department of

Health and Rehabilitative Services (HRS), are involved with the
criminal justice system.

About 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 same; however, youths tend to be younger, in-

volved in more serious crimes, and have more family and school
related problems.

Program Strategies

: Core direct 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 the psvchodrama appreoach; 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 Tracking

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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The Center utilizes services of professional, experienced,
bi-lingual and bi-cultural volunteers from the community in
carrying out its cultural enhancement programs. For example,
the major decisions regarding street theater productions are

made by the director; however, a local professional actor pro-
vides expertise.

A folder, including intake/assessment information, follow-
up and termination forms, is maintained on each participant.
All files are kept locked and are available to project staff.

- i
o >’,’

Funding

The Center has operated on a total actial budget of $39,000
and approximately an equal amount in in-kind services. Funds pro-
vided through the Dade County Community Development and City of
Miami have expired (however, Community Development has recently
provided an additional $12,000. This will keep the program operat-
ing until October 31, 198l. Monies granted by private companies
are expected to last until August of 1981).

To augment the small operating budget, the Center has made
extensive use of community resources, facilities, and volunteers
to enhance its own capabilities. For instance, transportation
services are provided by another organizaticn.

Changes in the Project

The Wynwood Youth Center has a short history as a private,
non-profit organization. In the one year period since gaining
its corporate status and independence from the Miami Dade Community
College, the staff, participants and wvolunteers have completely
renovated the dwelling donated by the City to house the Center.

The major focus of the program's activities remains basi-
cally the same as when it was first started at the College,
As a community-based program, the Center has expanded the

direct and referral services it has been able to provide during
its first year.

VI. Service Evaluation

Esﬁimated Costs of Services Elements

It i§ difficult if not virtually impossible, to cost out
component 'services in a total diversified program especially
given to owver-lap in roles of staff, the fluctuation in
participant utilization, etc. However, it is expecially impor-
tant to programs operating with scant resources to make some

cost estimates. Program modifications often depend on such
assessments.|
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Germane to making determinations which could relate to pro-
gram modifications, including the 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 never 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 leve
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 cestly. 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 costs. 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 represent the most
costly program element.

Determining Qualtity of Services

To attempt to ensure the delivery of quality/effective ser-
vices, the program provides internal staff training and uses
wveekly staff meetings for charting performance and progress.
There was no mention of the nature of the training neor 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 needs
assessment is conducted. Progress reports are maintained on
each participant/family. While termination reports are consi-
dered valuable, they are conducted on a limited basis due to
lack of staff. Available data are said to be used as a means
of evaluating the performance of the project and staff.

.

Lleo-.

The Center has instituted. procedures for acquiri
fram t@e community regarding perception of the quggii;ngngeedback
efrectlvepess of the project. Formal and written communications
characterize the feedback process with families, schools, and
law.epforcement and courts when they are involved. cOntéct with
famllles and schools is made on a reqular basis. There is nét
a formal process for communicating with employing agencies.

In addition to in-house éfforts to ensure the rovigg
) i S on of
gua11t¥ services and mechanisms to determine same, tge project
is monitored by the city quarterly and annually.

VII. Summary Statement'

The Wynwood community is a classic example of an ;
L environ-
ment that tends to be conducive to youths turning to serious/

" violent crimes. The community is described as a multi-ethnic,

low~income area that is characterized by prevailin i

- : cter g positive
attltgdes Foward involvement in illegal and/or immorgl activities
for financial goals, hustling as an acceptable way of making a

‘living even for adults, "beating" the system in general, and

such adult and juvenile activities as drug abuse and sales
prost@tution, and committing more serious forms of criminaif
behav1or§. To add to this dismal picture, the community lacks
some basic resources that could serve as a counter-balancing
force. 1In addition to the nature of the community, the family
is not generally a stabilizer in youths' lives. An estimated
half of the families represent one-parent households; a similar
percentage are believed to be receiving some form of social
welfare; and unemployment is high.

While it is early in the Center's history and n
data exist to reflect the extent of'the‘éffectﬁvenessoogviigative
prpgram'§ activities, the mere implementation of the Wynwood
Center within the community can be viewed as a positive step
toward effec?ing a change in the lives of youths. . The actual
start-up activities involved mobilizing the stable factor in
the community. Early on in the project, a broad-based commu-

nity board was formed and linkages developed with major systems

. and organizations within the community. Such networking activ-

ities have enhanced the Center's capabilities to provide direct
and referral services. : K

. Prog;am*partic@pants wvere involved throughout the summer
én ienovatlng.the building donated by the city to house the
enter. ' : :

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,

-181-

o sy ,,l',? T s o i

%

e e s SO P U Sl < i st bt




economic deprivation, and youths' idleness. Only a §mall percent
(referrals from the Department of Health and Rehgbilltative
Services) of the youths served have or have had 1gvolvement

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 cgns%dered
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 condit%ons of i
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 4) making school attendance or training and/or
employment a requirement for program participation.

The major problems that surface from this assessment of the
Wynwood Program relate to severely limited funds and staff, :
inadequate program evaluation procedures, and insufficient case
management and follow-up. :

e

~182~

e b A i R i 1L R A A AT 8 1 e . 2

e ——
AR
5 o (8

_ FOOTNOTES

lPiliavin, Irvine, and Scott Briar. "Police. Encounters with Juve-
1964 niles." American Journal of Sociology 70 (September) :
. 206-214.

Goldman, Nathan. The Differential Selection of Juvenile Offenders
1¢63 for Court Appearance. Washington, D.C.: National Coun-
cil on Crime and Delinquency.

Sullivan, Denhis C. and Larry J. Siegal. "How Police Use Infor-
1972 mation to Make Decisions: An Application of Decision
Games." Crime and Delinquency‘;a (3): -253-262.

Thornberry, Terence P. "Race, Socioeconomic Status, and Sentencing
1973 ~  in the Juvenile Justice System." Journal of Criminal Law
- and Criminology 64 (l1): 90-98.

Haney, William and Martin Gold. "The Delinquent Nobody Knows."
1953 Psychology Today 7 (September): 48-55.

Farrington, David P. "The Effects of Public Labeling." British
Journal of Criminology 17 (2): 112-125. As cited in
Criminal Justice Abstracts 9 (4): 442-443.

2Merton[ Robert K. "Social Structure and Anomie." American
1938 Sociological Review 3: 678-682.

*Cloward, Richard A. and Lloyd El Ohlin. Delinquency and Oppor-
1960 tunity: A Theory of Delinquent Gangs. Glencoe, Illinois:
The Free Press. :

Hirschi, Travis. Causes of Delinquency. Berkeley: University of
1969 California Press.

NOTE: With respect to perceptions of blocked oppor-
tunities, see Stephen A. Cernkovich, Juvenile Delin-
quency, Value Standards, and Socioeconomic Status: .

An Examination of a Non-Class-Specific Perspective,

Ann Arbor: Xerox University Microfilms, 1977, cited

in Criminal Justice Abstracts, 9 (2), PpP. 193-194.
Recent findings on aspiration level appear in City Life
and Delinquency--Victimization, Fear of Crime and Gang
Membership, Washington, D.C.; U.S. Office of Juvenile

> Justice and Delinquency Prevention, 1977.

“Hirschi, Travis. Causes of Delinquency. . Berkeley. University
1969 -of California Press. 16-26.

~~183- S,

o



o~

f I R ——

ir

i
idt

5Coates; Robert B. "chmunity-Based Corrections: Concept, Impact,

1977

®Woodson,
1981

‘ il ectional in Massachu-
Dangers." In Juvenile Correctional Reform in ‘
setgs: A Preliminary Repoxt, by ngya E. Ohlin, Alden
D. Miller, and Robert Coates. Washington, D.C.:
NIJJIDP.

Robert L. "A Summons to Lifer Mediating Structures

" and the Prevention of Youth Crime." . Cambridge, Massachu-

setts, Ballinger Publishing Company, ‘pPp. 34-35.

Q™

G

s

-184-

iy
Y

e e ap e S A v

P N 1Y

uE

N A TS

SUGGESTED READINGS

~These13uggested readings have been divided intd four

- sections: ; ¢

I. Work with. Organizatons or Institutions
II. Work with Interpersonal Systems
III.- Work with Community

Iv. Additional references that”proved,helpful in the
analysis

Authors are listed in that section of the suggested read-
ings which represents their major emphasis. 1In 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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