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SECTION I
REPORT SUMMARY

|
Evaluation Activities

Tﬁis evaluation was carried out by the Center for Social Policy and
Community Development under contract to the Lower Kensington Environmental -
Center between August 1 and September 30, 1974. The evaluation covers the
Supported Work Programs' (SWP) operations from its start-up in December '73
through July 31, 1974. Evaluation activities included the development of a
. detailed evaluation plan and research design, the conduct of on-site struc-
tured interviews with SWP staff, employees, CODAAP staff and SWP contractors,
observation of all SWP operations, an intensive study of employee character-
istics relative to employee success in the program, information analysis and
interpretation, and preparation of the final report.

»

SWP Goals and Activities

The ultimate goal of the SWP is stated as "to increase ex-addict reha-
bilitation through the reduction of ex-addict unemployment." Shorter range
objectives of the program include employment of a minimum of 88 ex-addicts .
from the criminal justice system in the first program year, provision of ap-
propriate stabilizing supportive services, reduction of post-release drug
and/or criminal violations by emp]oyees, placement of 80% of persons employed

for a year into regular public or private employment or vocational or educa-

tional programs.

The SWP staff is made up of seven full-time persons as shown in Figure 1.
SWp emﬁ]oyees are organized in three major work units or crews: the Faifhf]]
Electronics Cdmpany or Electronics Crew (now incorporated as a private, non-
profit corporation), the Jericho Demolition Company or Demolition Crew,‘and
the Comet Maintenance Company or Maintenance Crew. ‘Both the Electronics énd
Demolition Crew employees work on jobs contracted for by the SWP with the
City of Philadelphia and private employers. Since the SWP has not yet been
able to secure any contracts for work by the Maintenance Crew, its employees
have been assigned to maintenance and minor renovation jobs on the SWP build-
ing.

The SWP has had a continuing problem securing competent supervision for
the Demolition Crew, having had three supervisors Teave or be fired since
the Crew's inception in February, 1974. After early supervisory problems,
Maintenance Crew supervision has now been stabilized; however, some weaknesses
are evident (particularly”in employee problem identification and follow-up)
on the part of the present Supervisor. Electronics Crew supervision has been
consistent and competent since the Crew's inception in December, 1974.

SWP employee intake is adequately handled through the Philadelphia Coor-
dinating Office for Drug and Alcohol Abuse Programs (CODAAP), to which poten-
tial candidates for SWP employment are referred by local drug and alcohol
treatment programs for initial screening and referral to SWP.

A wide variety of supportive services are provided to SWP employees
through the service development and planning of a Services Coordinator and

service delivery by a Counselor/Therapist. While supportive services have
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genera11y been timely, appropriate and helpful to employees, service effec-
tiveness in terms of enabling employees to remain in the program has been |
1imited. Due fo incomplete data and high Counselor/Therapist case Toads,
systematic advanced planning of supportive services has been Tacking until
quite gecent1y. In addition some weaknesses are evident in supportive serv-
ice delivery. This is primarily due to the youth and inexperience of the
Counselor/Therapist and her added disadvantage of being a white female work-
ing with predominantly black male employees.

Lines of SWP administrative decision-making, management and communica-

~ tion are informal and characterized by close cooperation between SWP Super-

visors, administrative staff, and LKEC administrators. However, some manage-
ment weaknesses were noted such as inadequate employee and program record
keeping (presently being improved) and occasional serious gaps in communica-
tion of employee problems or actions taken to SWP administrators. It was
also noted that some negative impact on employee morale might result from the
fact that the great majority of the employees are-black, while the SWP and
LKEC administrative staff is all white.

SWP Results

At the present early stage of the program's development (on]y seven
months in operation) there are as yet no results in the form of outcomes.
However, early results were evident in the form of increasing effectiveness
in the performance of contracted work by SWP crews (where crew supervision
has become stabjlized), and a small but significant number of employees re-
tained in the program long enough to have made distinct progress in stabil-
izing work habits and acquiring real work experience and skills demonstrated

by an increasing ability to assume on the job responsibility and leadership.
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Statistical results in ferms of employee flow and retention in the pro-

gram ace presented in Table 1-1. As indicated, a total of 52 (60%) of the'
87 persons actually employed in the SWP (excluding those persons who were

hired and failed to ceport for work) were terminated from the program, the
great majority within their first month of emp]oyment. These results show
that for the majority of its employees the SWP has not been able to achieve

its stated goals. An intensive study of the characteristics related to re-

tention and termination of a sample group of 30 SWP employees indicated that

likelihood of termination from the program was significantly greater for

those employees with the following characteristics: black, former heroin ad-

dicts, single and Tiving with parents, numerous criminal convictions, prior

treatment and/or vocational training for short durations in numerous pro-

grams. MWhile an equally high likelihood of termination was indicated for em-

ployees in the Electronics and Demolition Crews, a considerably lower Tlikeli-

hood of termination was indicated for employees in the maintenance Crew (the

one crew that has not yet worked on contracted Jobs and has no requirements

for employee assignmént).

Conclusions and Recommendations

On the basis of the results described in}Section IV., it is concluded
that while early SWP success in terms of the retention of employees in the
program has been disturbingly low, the SWP is a new and thoroughly innova-
tive program that gives evidence of successfully developing the concept of
supported work in Philadelphia while making serious efforts to correct in-
ternal problems and weaknesses. In its first seven months of operation the

SWP shows a significant potential for filling a Tong-standing gap in the

¢

TABLE 1-1. Employee Flow From Program Start Through July 31, 1974

PROGRAM STATUS

Referral Source Retained Terminated Failed to Report TOTAL
No. % No. % No. % '

Probation )
Department 14 39% 19 53% 3 8% 36
Alcohol Unit 3 43 3 43 1 14 7

 Drug Unit 6 54 4 36 1 10 11
Residential 1 14 6 86 0 0 7
Probation Officer 4 36 6 54 1 10 11

Out Patient 7 29 13 56 4 15 24
(Drug Free)

Out Patient 3 33 6 67 0 0 9
(Alcohol)

Methadone Maintenance 5 20 10 40 10 40 25

Alcohol Residential 2 100 0 0 2

Drug Free Residential 3 37 -5 63 0 8
(Graduates)

TOTAL 34 *33% 53 51% 17 16% 104

*Note: SWP Retained 40% of persons actually employed in SWP

(FTRs not counted)
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drug addict and alcoholic treatment/rehab1]1tat1on system. In fact the SWP'
represents a unique and innovative attempt to complete the drug addict and
alcoholic rehabjlitation Process by addressing a previously neg]ected or su-
perficially and unsuccessfu]]y recognized need. That is the SNP initiated

a concrete program for enabling the ex~addict and ex-alcoholic whose addic-
tion problem has been stablized and who in some cases has been provided w1th
educational and vocational training resources to gradually and with essential
supports move into successful and rewarding experience in the mainstream of
the world of work. Prior to the SWP such persons were either sent out to
move into the world of work on their own, with almost sure failure and even-
tual return to drugs and/or alcohol, or were forced to rgtreat to a sheltered
work setting with little or no real world of work experiences. Moreover, for
a small but significant number of ex-addicts and ex-alcoholics coming into
the program the SWP has clearly provided a vehicle for real progress in ac-
quiring positive and stable work habits, assuming‘responsibility and in some
cases leadership capability for qua]ity'work prodyction, and developing
strong motivation to "make it" in the world of work. ‘

It s also concluded, on the other hand, that the SWP in its early stages
of deve?opment with its high rate of employee terminations raises some serious
questions as to the appropriateness of such a program (essentially based on a
traditional individual rehabilitative approach, work behavior modification,
and work experience/work skills transference) for the majority of the popula-
tion it seeks to serve. Undoubtedly some employee terminations resulted from

early mistakes made by the program in the process of learning how best to

A 0 s 4 b a2 1 e A e e o .

actuaiize the supported work concept. Some terminations may also be attrib-
uted to internal program problems and weaknesses such as inadequate and in-
consistent employee supervision, woefully inadequate work equipment and'
tools, gaps in staffvcommunication, Tack of maturity and experience on the
part of key suppor&ive service staff, and racia]}imba]ance in administrative
staff as compared to the employee population. However, the evaluation re- ‘
sults suggest a consistent pattern of history of rejection of traditional re-
habilitation goals and SWP goals on the part of the majority of terminated
employees. This suggestion raises the question whether the SWP with its
present goals and methods can be expected to fail with consistent predicta-
bjlity in successfully rehabilitating the majority of thg persons it seeks
to serve. It is stressed that this evaluation only raises the question.

It is too early in the program's development, and the present evaiuation is
too limited to provide a definitive answer.

Recommendations ,

On the basis of the above conclusions it is recommended that the Sup-
ported Work Program of the Lower Kensington Environmental Center be contin-
ued with serious consideration of increasing the present funding level to
provide more ekperienced and competent staff, more modern, mechanized work
equipﬁent and tools and more extensive and detailed evaluation. It is fur-
ther recommended that the following changes and improvements in program op-
erations be implemented in the next Program Year:

1 That continued, strenuous efforts be made to recruit and hire employee
supervisors (particularly in the areas of demolition and maintenance)
that have not only technical competence and experience in a particular

Vi




work area, but more important have proven supervisory capability and
knowledge of and experience in dealing with the unique problems of
ex-addicts and ex-alcoholics. The implementation of this recommenda-
tion will probably require additional funds both for the recruiting
effort and for higher supervisor salaries.

In connection with the above recommendation, that more rigorous re-
quirements be placed on employee supervisors with respect to close,
on-the~job involvement with their employees, more complete and de-
tailed evaluation of employee performance, and swifter and more inten-
sive follow-up of employee performance problems. It is suggested that
these requirements be formalized in a written job description and/or
supervisor employment contract agreement.

That formalized mechanisms be developed for the rapid and accurate com-
munication of decisions and actions taken with respect to employee
problems or work problems arising on the job to program administrators.

That more modern and efficient work equipment and tools be provided
for employees to carry out contracted work by standards somewhat closer
to the real world of work.

That a Senior Counselor/Therapist be recruited and hired with experience
and proven capability in the delivery of supportive services to either
replace or work with the present Counselor/Therapist. It is suggested
that this Senior Counselor/Therapist preferably be a black male.

That strenuous efforts be made to recruit and hire black administrators
to fill any vacancies that occur in administrative staff.

That more extensive and detailed evaluation be conducted in the next
Program Year along the lines suggested in Section III. of this report.

SECTION II
GOALS AND ACTIVITIES

Background
The original idea of a Supported Work Program (SWP) in Philadelphia was

developed by the Lower Kensington Environmental Center (LKEC) as a logical
extension of their existing programs for the treatment and rehabilitation of
young drug abusers and criminal offenders in early 1973. The SWP concept

was based on a series of demonstration supported work projects being under-
taken by the Vera Institute in New York City. With the support and assist-
ance of the Philadelphia Coordinating Office for Drug and Alcohol Abuse Pro-
grams, the LKEC's Supported Work Program was funded By the Governor's Jus-
tice Commission in November, 1973. The original plans for the SWP as a ser-
ies of independent businesses employing some 300 ex-addicts had to be greatly
modified due to serious funding constraints. These funding constraints plus
the extreme pressure of tihe (requiring the program to become fully oﬁera-
tional and self-supporting within 11 months) resulted in the need for unfor-
tunate haste in preparing physical facilities and recruiting, hiring and
training needed staff. For example, properly qualified SWP staff with the
unique combination of business management experience, technical expertise in
specific work skills (e.g., electronics, building demolition, construction
and building maintenance), and experience in ex-addict rehabilitation were
very hard to find and hire, particularly at the comparatively Tow salary lev-

els the SWP was constrained to offer. In order to get the program underway

-10-
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quickly some compromises in the quality of staff, particularly line emp]oyeé

supervisors, had to be made resulting in problems of Supervisor inadequacy

and turnover in the early stages of the program's development. The SWP be-

came operational with the hiring of the first group of eight employees in

February, 1974.

Goals

The stated goals of the SHP are as follows:

Long-range

1.

To increase ex-addict rehabilitation through the reduction of ex-addict
unemployment

- Short-range

1.

To employ a minimum of eighty-eight (88) ex-addicts from the criminal

Justice system in temporary, useful, supported jobs by the end of the
first program year

To provide appropriate supportive services to these workers to enable
them to maintain their stability both on and off the job

To reduce post-release drug and/or criminal violations on the part of
the workers

To place a minimum of eighty percent (80%) of all those ex-addicts who
remain with the program for a year into regular public or private em-
ployment, or appropriate vocational or educational programs, replacing
them with new supported work employees.

Organization and Activities

The SWP staff consists of seven full-time persons inc]uding‘a Managing

Director, a Coordinator of Services, a Job Developer, a Counselor/Therapist,

and three Employee Supervisors. Project organization is shown in Figure 1.

As indicated in the Organization Chart, SWP employees are organized in three

FIGURE 1. SWP ORGANIZATION CHART
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major work units or crews, with a staff Supervisor in charge of each crew.
In addition, three employees to date have been assigned by preference to
work uhder the‘Counsglor/Therapist performing clerical and administrative
tasks.‘ The three work crews are as follows:

Féirhi]] Electronics Company, Inc.--This crew began with three employees

in December, 1973. Under sub-contract with a private electronics company
this crew has been working on the unpacking and preparation or assembly of
electronic components and the repair of television sets. In addition they
have been assembling and installing closed circuit TV systems for the Diag-
~nostic and Rehabilitation Center and Philadelphia Family Planning. The Elec-
tronics Crew has been certified and incorporated under Pennsylvania law as

an independent, non-profit corporation.

The Jericho Demolition Company--This crew began with five employees in
February, 1974. The Demolition/Construction Crew has completed several small
remodeling and construction jobs under contract to private parties. In addi-
tion they have been engaged in the demolition of abandoned houses under con-
tract to the City of Philadelphia. To date they have completed the demoli-
tion of seven houses. The Demolition/Construction Crew is presently in the |
process of being certified for incorporation as an independent, non-profit
corporation. |

The Comet Maintenance Company--The Maintenance Crew began in March, 1974

with the referral of several SWP employees by special arrangement to a pri-

vate company, the Clarkies Building Maintenance Service for placement in jobs.

After several employees thus referred left Clarkies without adequate explana-

tion and follow-up, it was decided to discontinue this arrangement. A

-14-

regular SWP Maintenance Crew called Comet Maintenance Company was then formed

and beéan working on clean-up, renovation and painting of the LKEC building in

wﬁich the SWP is housed. Negotiations are éti]] underway for outside contracts
for TOhg-term bui]dihg majntenance jobs for this crew. |

S%nce its operational beginnings in December, 1973, SWP activities héve
been concentrated in five major areas as follows:

1. Intake--Applicants for employment in the SWP are referred by drug
and alcohol treatment programs throughout Philadelphia, including Parole
and Probation Department Drug Units. In order to ensure a balanced,
city-wide flow of incoming employees, all applicant referrals are handled
initially through CODAAP. A treatment program wishing to make a referral
to SWP first submits a Client Selection Form, providing essential appli-
cant background information, to CODAAP. A specially trained CODAAP staff
member has been designated to review the Client Selection Forms and con-
duct an initial applicant screening interview. On the basis of the ini-
tial interview a decision is made as to whether the applicant is ready
for immediate job referral through the CODAAP Jobs Program, or whether
more extensive preparation for job readiness is required by referral to
the SWP. Formal criteria for appropriateness for referral to the SWP
are: a) applicant must have past record of drug or alcohol problem ef-
fecting employability, b) applicant's drug or alcohol problem must have
been stabilized in treatment, c) app]ibént must want to go to work and
be willing to deal with his employability problems. If the applicant is

selected for referral to the SWP, a second intake interview is conducted
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by the SWP Counselor/Therapist. The purpose of this interview is to
gather further information on the applicant's specific employment back-
ground, tﬁ explain fully to the applicant what he can expect from the
SWP and what the SWP will expect from him, to come to a decision with
the applicant on whether he will accept employment in the SWP and which
type of work (e.g., electronics, demolition, or maintenance) is most
appropriate to his interests and abilities. Assignment to the Electron-
jcs Crew is contingent on the applicant's possession of basic math and
reading skills as determined by the administration of standard tests.
Assignment to the Demolition Crew is contingent on-excellent health and
physical condition.

CODAAP and SWP staff interviewed by the Evaluators saw this intake
process as highly effective and consistent with program goals. A prob-
lem, however, was evident in the transfer of incomplete and inadequate
information on app]iéénts when selected for referral to the SWP. The
required Client Se]ecﬁion Forms were often found to be missing or incom-
plete. While this did not affect the initial applicant screening and
selection by CODAAP, it did result in the absence of much applicant
background information of considerable importance to SWP staff for op-
erational decisions such as crew assignment, supportive service needs,
degrees of structure needed in work setting, etc. Both CODAAP and SWP
staff are aware of this problem, and mechanisms are presently being ex-
plored for assuring that Client Selection Forms are complete when appli-

cants are referred for employment in the SWP.
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Employee Supervision--Once employment has been accepted and a crew

assignment made, the employee is responsible to his Crew Supervisor.

The Crew Supervisors are responsible for efficient planning for the con-
duct of contracted work, daily assignment of specific tasks, daily moni-
toring of employee punctuality, attendance and performance, and weekly
formal written evaluation of employee punctuality, attendance, perform-
ance and attitude. Crew Supervisors are expected to follow up immedi-
ately on employee failure to meet normal work requirements (é.g., late-
ness, unexcused absence, poor performance), to determine what the prob-
lem is and what steps must be taken to solve it. If all reasonable ef-
forts to resolve an employee problem causing failure to meet work re-
quirements fail (including referral to the Counselor/Therapist for sup-
portive services), it is the Supervisor's responsibility to take appro-
priate action (e.g., docking of pay, suspension or termination from SWP).
It is also the SuperJisor‘s responsibility to recommend employees for
periodic pay raises. For example, employees in the Electronics and
Maintenance Crews all start at a salary level of $2.00 per hour (due to
the unusually strenuous and dangerous nature of the work Demolition Crew
employees start at $2.50 per hour). At the end of 30 days of work, pro-
viding normal requirements have been adequately met, employees are eli-
gible for an automatic, $.25 per hour réise. Subsequently at three
month intervals additional raises may be granted on the basis of improve-
ment in quality of work done and level of responsibi]it& assumed, up to

a maximum wage of $3.50 per hour.
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A lack of quality and consistency in employee supervision primarily
w%th the Demolition Crew and to a lesser extent with the Maintenance |
Crew has been a major barrier to full development and stabilization_ of
SWP operation; %n its first seven months of operation. The Demo]ifion
Crew has been through a succession of four $upervisors since its incép—
tion. The first three of these were clearly lacking in sufficient tech-
nical expertise and/or supervisory skills. As a result the crew has
been highly unstable with a record of high employee turnover and poor
performance. The present Supervisor, while having considerable techni-.
cal expertise, shows some evidence of weakness in the area of supervi-
sory capability and commitment.

While the Maintenance Crew had early problems with adequate super-
vision, it has had the same Supervisor now since early June, 1974. This
Supervisor shows adequate technical competence, however there is some
evidence of a Tack of ability to follow through on identifying and work-
ing to solve prob]ems‘affecting employee performance, inciuding making
effective use of the SWP supportive service resources.

It should be noted that the Electronics Crew shows evidence of hav-
ing had consistent and effective supervision since its inception.

Support Services--An important adjunct to the SWP's employment of

ex-addicts and alcoholics in a normal work setting is its capability to
provide a variety of essential, rehabilitative support services. The
SWP's support services include individual counseling, group recreational/

therapeutic activities, securing medical, financial, educational, legal,

e
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aqditional treatment, hdusing, etc. services. The SWP support services
staff is composed of the Coordinator of Services, primarily responsibTe
for the b]anning and development of service needs identification and de-
1ivery system capability, and the Counselor/Therapist, responsible for
the day-to-day management and provision of services as needed. Suppdrt
service staff maintain close, personal contact with counselors or Parole/
Probation Officers in programs making referrals to the SWP. Thus refer-
ring agencies are kept informed of employee progress, and when serious
problems arise on the job immediate recommendations are made for addi-
tional, supplementary treatment, return to full-time treatment or re-
referral to appropriate treatment.

When an employee's normal work functioning becomes disrupted, it
is the responsibility of the Crew Supervisor to identify the problem
and try to resolve it through immediate, job-related counseling and
assistance. If this fails, weekly employee staffing sessions (attended
by Crew Supervisors and Support Service Staff) are the primary mechan-
ism for 1nitiating the application of support services. In urgent sit-
uations Crew Supervisors refer employee problems they cannot resolve
directly to the Counselor/Therapist. Generally, the Counselor/Therapist
will work out the needed support services in conjunction with the em-
ployee's referring agency.

In interviewing SWP employees and staff, the Evaluator found con-

siderable evidence of the consistent provision of needad support serv-

ices in a timely and appropriate manner. However, until the recent

e
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addition of the Coordinator of Services to the SWP staff (made possib}e
b& the unexpected acquisition of a private foundation Grant), SWP sup-
port services were of necessity limited to spontaneous responses to. imme-
diate crises. Although advance planning of support services is now be—
igg undertaken, the following barriers to an effective, planned support
service delivery system are evident:

a. Client Selection Forms, which provide needed employee background
| information, are not being adequately completed by agencies re-
ferring clients to CODAAP for SWP screening. Thus when many em-
ployees are hired the SWP Support Services Staff does not have
the information needed to begin service planning

b.  There is presently no systematic recording and tabulating of sup-
port service actions taken and results

c. The present SWP Counselor/Therapist, who is being giveh increas-
ing responsibility for the provision of support services to an
ex-addict/alcoholic population of predominantly black males with
deep-seated and "complex social problems, may have difficulty
overcoming the inherent disadvantages of being a young, white,
female with very limited counseling and social service delivery
experience.

Job Development--To date the focus of the SWP's job development

effort has been on the location and acquisition of contracts for SWP
electronics, demolition, 1ight construction and maintenance jobs. Con-
tracts for much of the electronics jobs were acquired informally
through the extensive experience and contacts of the Electronics Crew
Supervisor., Until recently, efforts to secure contracts for some of

the electronics and all of the demolition, construction and maintenance
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jobs were conducted by the LKEC with assistance from CODAAP. A recent
staff position was created within the SWP, that of Job Developer, for -
the handling of this function. The Job Developer is presently nego-
tiating with two potential clients for substantial, long-term bui1d%ng
maintenance contracts for the SWP. The Job Developer is also working
on the development of permanent, stable, upwardly mobile jobs in com-

petitive commercial enterprises for SWP "graduates."

Administration--Overall SWP management and policy decision making
is the responsibility of the Project Director in close consultation
with LKEC administrators. The Project Director solicits regular input
on policy decisions from the SWP Coordinator of Services and the Job
Developer. In addition matters of SWP management ana policy are dis-
cussed at weekly meetings of all SWP staff. The present SWP staff
structure is sufficiently small and informal to allow for frequent,
close and very open communication between staff and administrators on
most program problems and decisions. However, communication of day
to day problems and decisions relative to individual employees (e.g.,
work problems, illness, injury, temporary suspension, etc.) are occa-
sionally aborted by the press of business and are brought to the at-
tention of the Project Director either too late or not at all. While
the Counselor/Therapist, as the Project Director's administrative assist-
ant, is the official channel for such communication, Crew Supervisors oc-
casionally have to make immediate decisions which do not get passed up
the Tine because the Counselor/Therapist is not immediately available and/
or the Crew Supervisor forgets to pass it on. Unfortunately there have
been a few times when the Project Director has been called on to account
for an urgent action taken of which he had not been informed and had no

knowledge.




-21-

Management information flow within the SWP is presently in the pro-
cess of being formalized and systematized to provide maximum program

information to decisijon makers on a timely basis. Brief, formal attend-

ance and performance evaluation forms are completed on each employee by

\the Crew Supervisors and submitted to the Counselor/Therapist weekly.
In turn the Counselor/Therapist prepares a summary statistical report,.
including employee flow, status and progress data for the Project Direc-
tor on a monthly basis. _Improvements in both the weekly employee evalu-
ation forms and the monthly statistical report forms are presently under
consideration.

A final, bartia]]y subjective observation with respect to SWP ad-
ministration may be valuable for further exploration. While the great
majority of the SWP employees and Crew Supervisors are black, all of
the SWP administrative decision makers are white. In itself this faét
has no great signifiéﬁnce; however, it may have some important signifi-
cance in the minds of‘some black employees. ‘For example, when a black
employee is called up to the administrative office area of the SWP, per-
haps to empty the wastebaskets or for a counseling session, and he walks
past those big carpeted offices with the comfortable chairs and sees
only white people occupying them, it is possible that he might notice
this and that it might affect his feelings about his place in and com-
mitment to the program. In turn such feelings might provide the black

employee with an excuse or rationalization (e.g., black folks can't make

it in this outfit) for giving up and splitting when the going gets tough.
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On the other hand, seeing a black person occupying’one of those big
offices might just provide the black employee with an excuse or ra-
tionalization (e.g., I see one of us made it to the top in this out-

fit) to stick it out when the going gets tough.
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SECTION IIT .
EVALUATION ACTIVITIES

This evaluation of the SWP by the Center for Social Policy and Community
Development was conducted during the period August 1 to September 30, 1974.
Information collected and analyzed for the evaluation covered SWP operations
from the programs beginnings in late December, 1973 through July 31, 1974.
The following specific evaluation activities were carried out:

1. During the first two weeks in August a detailed evaluation plan was
developed, including interview instruments and an employee data re-
search design, by the CSPCD in conjunction with CODAAP and SWP staff

2. During the last two weeks in August on-site, structured interviews
were conducted with all SWP staff, 12 SWP employees, appropriate
CODAAP staff and SWP contractors. In addition, on-site observations
were made of all SWP work crews in action, support service activi-
ties and administratiVe processes .

3. During the first week in September detailed, individual employee
data on 23 employee characteristics variables and three employee
success measures was coded from a random sample of 30 SWP empioyee
records. In accordance with the research design this data was tab-
ulated, processed and subjected to computer analysis during the
second week in September

4. During the last two weeks in September the final evaluation report
was prepared. The report preparation process included discussion
of evaluation findings with a CODAAP staff member and with LKEC and

SWP administrators.
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The data used in this report includes impressionistic fnformation pro-
vided fhrough interviews as described above, statistical data on employee |
flow from SWP monthly statistical reports, and detailed employee character-
istics and program sﬁccess data gatﬁered from a random sample of 30 indi-
vidual 'employee records drawn from SWP files. The random sample data was
talken as found recorded on SWP Employment Forms (as self-reported by em-
ployees to SWP Counselor/Therapist at intake interview) and on CODAAP "Cli-
ent Selection Forms" (as recorded by relevant Parole/Probation Officers or

treatment counselors in agencies referring employees to SWP from agency rec-

ords). Reliability of information gathered through interviews is based on

the fact that all interviews were conducted by the same, skilled CSPCD Eval-
uator with extensive experience in rescearch interviewing using standardized
interview instruments. Reliability of the SWP monthly employee flow data
was assured by cross-checking monthly reports against program records and
interview information. Reliability of the random sample research data is
based on the use of well-tested and standardized data coding, processing,
tabu]ating and computer analysis instruments and procedures under the close
supervision of a highly qualified CSPCD Sociologist and Research Specia1istn
Some spot-checking for validity was done on the random sample research
data by face-to-face questioning of SWP Crew Supervisors with particular
knowledge of specific employee characteristics and success, and by tele-
phone questioning of Parole/Probation Officers and treatment program coun-
selors who had referred the employee to SWP. However, validity checking of

all or even most of the data was not possible due to constraints of time
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and unavailability of information. Moreover, for approximately 50% of the
sample available records were not complete, and missing data had to be se-
cured by the game method as the spot-checking.

Due to the fact that the evaluation covered only the first seven months
of SWP operation (an insufficient period for the. program to have produced any
"graduates" as defined by SWP Goals) and the fact that time constraints made
it impossible to undertake the very difficult task of tracking down and get-
ting reliable follow-up information on terminated employees, we will not be
able here to evaluate SWP success or failure in terms of its outcomes.

While there are presently in Philadelphia a number of vocational reha-
bilitation and/or employment programs that have some ex-addicts and alcohol-
ics among their clientele, there are no such programs besides the SWP with
comparable goals providing specific services to ex-addicts and alcoholics as
a distinctly identifiab]e group. Thus the results of the employee success
measures used in this evéfuation, although meaningful in terms of identify-
ing SWP strengths and weaknesses, are not meaningful in terms of evaluating
overall SWP success or failure since there is nothing to compare them to.
For example, the SWP's first seven months retention rate of 46% uncovered by.
this evaluation does mean that the program's goals of stable, long-term em-
ployment have not been (and probably will not be) realized as a direct re-
sult of the program for a large number of its participants. This fact must
surely be cause for serious concern and action for improvement of the pro-
gram and will provide a basis for comparison of results regarding retention

rate during the next seven months of its operation. However, it still
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leaves unanswered the question of whether a 46% employment retention rate
for this particular time at risk for this particular type of population is
good or bad. Would a different type of program or no program at all pro-
duce a better or worse retention rate? At present there is no basis fog
comparison.

In terms of future SWP evaluation needs, it.is strongly recommended
that‘a similar evaluation effort be continued over the next year. Two
periods of intensive information collection at six month intervals are
recommended. Improvements in employee and program information recording
and reporting, which are presently being worked on, should strengthen the
evaluation results. Continuation of the employee characteristics vs. em-
ployee success measures research study is recommended with the following
modifications:

1. Expand the population under study to include all persons employed

by the SWP during the period under study
2. The present "success measures" (dependent variables) should be ap-

plied to success in regular employment after graduation from the

program as well as to success in employment in the SWP

3. If financially feasible, a follow-up stddy of terminated employees
should be added to include present success measures if terminated
person found regular employment, or measures of change in employee
characteristics variables if regular employment is not found

4. Add to present employee characteristics variables (independent var-
iables) some measure of amount and nature of support services re-

ceived in SWP




5. Ip order to more accurately determine which employee characteristics
and/or combinations of characteristics will predict success or fail-
ure in tﬁe program, subject employee characteristics data to multi--
variant, regression analysis

6. In the processing and analysis of the data, control all employee
characteristics variables and employee success measures for "time at
risk" or period of exposure to the program.

Additional research along the Tines indicated above, although extensive
and costly, would be invaluable in determining the comparative success or
failure of the supported work concept. Such research would require expand-
ing the modified research design recommended above to study two additional
populations: a) a representative population from the Vera Wildcat program
%n New York City, and b) a control population of ex-addicts and alcoholics

coming out of treatment and not going into SWP or Wildcat programs.

»

SECTION IV
PROJECT RESULTS

|

Iﬁ this section we will discuss the results of the activities described
in Secéion IT above in relation to the SWP's stated goals. Each stated goal
and the related Project results will be dealt with separately. In addition,
we will present the results of an intensive research effort on the relation-

ship between employee characteristics and employee success in the program

for a random sample group of 30 employees. These research results will be

. discussed as indicators of program strengths and weaknesses.

At the present early stage of the Project's development (only seven
months 1in operation) there are as yet no results in the form of outcomes,
since no employees have been in the program long enough to have "graduatedﬁ
(i.e., become ready for regular employment). However, early results in the
form of increasing effectiveness in the performance of contracted work by
SWP crews, particularly whére crew supervision has become stabilized, and
an employee retention rate sufficient to have begun producing employse peer
leadership and training on the job indicate a significant potential for SWP .
success in meeting previousfy unmet employment needs of ex-addicts and alco-
holics in Philadelphia.

1. Stated Goal
To increase ex-addict rehabilitation through the reduction of
ex-addict employment.

Project Results

This goal is stated as long-range and could not be expected to be

accurately measurable for six months to a year after the SWP begins
-28-
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“graduating” its employees (latter half of 1975). However, it can be
tentatively stated as a result of this evaluation that in its first
seven months of operation the SWP has made a small dent in the reduc-
tion of ex-addict unemployment-as follows:: a) a total-of 34 (40%) of
the 87 persons actually employed by the SWP were retained as active em-
ployees, performing in accordance with normal work requirements, as of.
July 31, 1974; and b) according to the CODAAP Employment Specialist who
handles all drug and alcohol treatment program referrals for employment,

had SWP not been in existence these same 34 persons could not have been

referred to any presently existing employment program due to their lack

of education, job skills, stable work experience, and their records as
ex-addicts or alcoholics (many with the additional stigma of being con-
victed criminals). In fact, these same 34 persons would have been giv-
en on the spot job counseling and sent out to look for work on their
own, with very 1ittle chance of lasting success.

Stated Goal

To employ a minimum of eighty eight (88) ex-addicts from the crimi-

nal justice system in temporary, useful, supported jobs by the end of
the first program year.

Project Results

As shown in Table 1-1. below, on the basis of SWP intake and reten-
tion rates during its first seven months of operation (an average of 15
persons hired per month with 1/3 of this number or five persons per

month retained as active employees) this goal will not be'fu11y realized

e sk v e
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TABLE 1-1. Employee Flow From Program Start Through July 31, 1974

Retained

PROGRAM STATUS

Referral Source Terminated Failed to Report TOTAL
No. % No. % No. %

Probation R )
Department 14 39% 19 53% 3 8% 36
Alcohol Unit 3 43 3 43 1 14 7
Drug Unit 6 54 4 36 1 10 11
Residential 1 14 6 86 0 0 7
Probation Officer 4 36 6 54 1 10 1{__

Qut Patient ] 7 29 13 56 4 15 24
(Drug Free)

Qut Patient 6 0 0 9
(A1cohol) 3 3 6 67

Methadone Maintenance 5 20 10 4G 10 40 25

Alcohol Residential ~ 2 100 0 0 2

Drug Free Residential 3 37 5 63 | 0 8
(Graduates)

TOTAL 34 *33% 53 51% 17 16% 104

*Note: SWP Retained 40% of persons actually employed in SWP

(FTRs not counted)
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a? the end of the first program year. In fact the above monthly average
projected over the remaining five months would result in a total of 59
active emb]oyees by the end of the first program year. This projection
of achievement of 2/3 of the originally anticipated employment level is
by no means an indication of program failure and is probab1y lower than
what will actually be achieved in view of the following:

a. Early problems in acquiring properly qualified employee supervisors
resulting in excessive employee turnover and crew instability, ne-
cessitating an intentional cutback in planned new employee intake
played a Significant part in the first seven month's lower than an-
ticipated employment levels.

b. A complete Tack of experience on the part of SWP administrators in
identifying the best potential sources of contracts for work, sell-
ing those potential sources on supported work as a legitimate
source of contracted labor, and the technics of effectively bidding
on and negotiating work contracts all played an important part in
the SWP's not being able to provide contracted job slots as quickly

and in as great numbers as originally, somewhat naively anticipated.

c. Both of the above problems have now been resolved sufficiently to
provide a reasonable expectation that a significant increase in em-
ployee intake and retention will occur during the remaining five
months of the first program year. In fact the month of September
saw the largest intake of new employees (i.e., 12) in aay month
since the program's inception.

Stated Goal

To provide appropriate supportive services to these workers to ena-

ble them to maintain their stability both on and off the job.
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Project Results

Table 1-1. clearly indicates that the SWP to date has shown inade-
quate results toward the achievement of this goal. Sixty per cent pf
those persons aétua11y employed in the SWP (excluding persons hired but
failing to report for work and therefore unable to be provided suppor-
tive services) were not enabled to maintain'their stability sufficiently
to remain in the program. Table 1-1. further shows that the SWP had by
far the least success in maintaining those employees referred from out
patient alcohol and residential drug-free programs. The high percentage
of program "failures" in terms of retention can be attributed to either
the inappropriateness (e.g., lack of readiness) of the majority of per-
sons referred for the supported work setting or inadequacies within the
program itself. The results found in this evaluation suggest that both
explanations need serious consideration. For example, our data (see
random sample research results below) indicates that a disproportionate
number of those employees who do not remain in the program (average

length of stay in program for terminees is 19 days) are young, single,

‘black persons with histories of serious heroin and criminal involvement

and treatment records characterized by short stays in multiple programs
(often including vocational training). Such persons may see regular em-
ployment in the "mainstream of American life" as extremely dull and im-
mediately unrewarding compared to the pressures and excitement of "hus-
tling on the street." For them a program, such as the SWP, may be sin-
gularly inappropriate--may be seen as neither desirable nor necessary

except as a temporary haven in which to collect ones physical, emotional

7?\?}7"‘«‘
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and financial resources in order to get back to the real 1ife on the
street. In a sense they are actualizing the ultimate in individual,
competitive free enterprise--that is use any means available to acquire
the max{ﬁum power and success one's environment permits. -Such a person
might be expected to remain in the SWP not because he is motivated to
"make it" in the world of work, but because with advancing age he has
exhausted his limited resources and is forced to accept regular employ-
ment as the only alternative to death. This interpretation of the SWP's
apparently low retention rate is reinforced by the comparatively higher
retention rate (58%) of employees in the Maintenance Crew, to which the
least educationally, technically and physically competent employees tend
to be assigned.

On the other hand SWP program inadequacies in the areas of emplioyee
supervision and supportive service planning and delivery (as described
in Section II. above) tend to inhibit stable progress and accomplishment
in the work setting and reliable continuity of supportive services re-
sponsive to discernedvemp1oyee needs rather than manifest emp1oyée dis-
satisfaction and/or performance disruption. Delays or failures in up-
ward communication to the Project decision-makers of on the job problems
and actions in combination with supervisory and supportive service weak-
nesses may be seen by some employees as arbiﬁrary and somewhat chaotic,
preventing maximum peer support and leadership and fostering administra-
tive approval of the most passive, least competent and aggressive em-

ployees.
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Stated Goal

To reduce post-release drug and/or criminal violations on the part

of the wdrkersn

Project Results

Although no quantitative measure of post-release drug and/or crfmi—
nal violations was made in connection with this evaluation, it may be .
assumed that as long as employees were retained in the program the 1ike-
Tihood of this goal being achieved remained high. On the other hand,
for the 60% of those persons actually employed in the program who here
terminated, it may be assumed that drug and/or crimina]IViolations either
had already begun and resulted (difeét]y or indirectly) in their termi-
nation or could in many cases be expected to follow termination. Thus,
as discussed under results for Goal 3. above, serious concern is raised
for the Targe number of SWP employees for whom the achievement of this
goal is unlikely.

Stated Goal

To place a minimum of eighty percent (80%) of all those ex-addicts
who remain with the program for a year into regular public or private |,
employment, or appropriate vocational or educational programs, replacing
them with new supported work employees. |

Project Results

'h; .
i

Of necessity results in this goal area cannot be measured until
after the end of the first program year (January, 1975). However, pres-

ent indications of likelihood of success are conf]icting.' On the one hand,
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a.high Tikelihood of success is indicated by the work that has a1ready
begun by the SWP Job’ Developer and the Electronics Crew Supervisor in
deve]opiné regular jobs for graduating employees and the high level. of
stability and performance improvement on the part of those employees
who have remained in the program for six months or more. On the other
hand some serious barriers to success in this goal area are indicated .
by present, firmly established, economic trends (e.g., steadily in-
creasing inflation, unemployment, tightening of the job market). For
example, the recent announcement of the closing down of the Schmidts
Brewery in Norristown with the possible layoff of 200 or more workers
may foreshadow serious problems for persons seeking to successfully en-

ter the world of work in the near future.

Results of the Study of The Relationship Between SWP Employee Success/Failure

In The Program and Employee Demographic, Drug Abuse, Drug Treatment and Crim-

inal History Characteristics.

As part of this evaluation, an intensive research study was undertaken
to determine the extent and nature of the relationship between the success
or failure of SWE émp]oyees in the program and a variety of emp]oyee‘charac:
teristics hyﬁothesized to bé potentially important determinants of that suc-
cess or failure. The study design involved the use of specific measures of
23, predominantly qualitatively defined, individual employee characteristics
as independent variables and three, quantitatively defined, individual em-
ployee program success indicators as dependent variables. The data employed

for the independent and dependent variable measures was drawn from the SWP

N . v
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individual employee files of a random sample of 30 persons hired by the SWP
(including those hired but not reporting for work and those terminated from
the program) from its start-up in December, 1973 through July 31, 1974. -For
a discussion of supplementary data sources used and reliability and validity
of data see Section III. Evaluation Activities above. The 23 independent,

employee characteristics variables were as follows:

Age Work Experience Criminal Justice Status
Sex Vocational Training Arrests

Race Work Stability Convictions

Nationality Type of Crime

Residence Drug of Abuse

Education Frequency of Use

Marital Status Prior Treatment
Dependents Source of Referral

Living Arrangements Time in Program Referring

Status in Program Referring
Crew Assighment in SWP

Definitions of these variables are provided in the Employee Data Coding Form
attached as Appendix A to this report.
The three dependent,'emp1oyee success, variéb]es were as follows:
Attendance-~computed by dividing the number &f days an employee
was absent from work during employment by the number of
days the employee was actually employed
Retention--whether or not an employee was terminated from the
program, including termination by reason of failure to
report for work after being hired

Length of Employment--total number of days actually employed in
the program, including days absent prior to termination.

The data on each employee, coded by standardized measures of each variable,
was subjected to a series of cross tabulations of each of the 23 independent

variables with each of the three dependent variables. Tables 2-1 through
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2-3 and 3-1 through 3-9 presént the results of these cross tabulations where
any siénificant relationship between a given independent variable and a giv-
en dependent Qariab]e appeared. By significance we do not mean precisev;
mathematical significance for genéra1ization to the whole SWP population or
for statistically predicting certain success or failure outcomes by certain
employee characteristics. Rather we mean general significance in terms of .
better understarding the most probable reasons for broad patterns of success
and failure. Barriers to the determination of the precise mathematical sig-
nificance of the cross tabulations were introduced by two factors: 1) the
very small size of the group under study (N=30), necessitated by time con-
straints, resuits in a high frequency of missing values or values so small
as to be unrepresentative of the study group in most of the cross tabula-
tions; 2) lack of clarity and/or completeness of the available data made it

impossible to define any measures for some variables (i.e., work experience,

work stability, type of crime, status in program referring). The variables

of age, sex and nationality were completely unusable due to the heavily
skewed distribution of the small sample group in each.

Tables 2-1 through 2-3 below present cross tabulations for the employee
characteristics that related significantly to the employee success variable

"Attendance." We will present and discuss each table separately.
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TABLE 2-1. Employee Success in Terms of Attendance by Race

. Blacks Whites .
é No. % No. % TOTAL
Percentage of .0 - 10% 4 20 6 75 10
Absences 11 - 30% ; 40 2 25 10
: 31% & Above 40 0 0 8
! TOTAL 80 8 20 28
N = 28

The race variable, as sHown in Table 2-1, showed the strongest re1atioﬁ—
ship of all the independent variables to employee success or failure. The
distribution of each of the two racial groups among the three attendance cate-

gories (e.g., low, middle and high absenteeism) strongly indicates that white

‘ employees are more Tikely to have few absences while black employees are prone

to higher absenteeism. Some explanation for this very unequal distribution by
race may be connected with area of residence, since racially segregated hous-
ing patterns are still widely prevalent in the Phailadelphia area. For example,
it is more time consuming and costly to get to the SUP for work each day from
West Phi]adelphia, where the black population is heavi]y concentrated, than
from North or South Philadelphia, where the heaviest concentrations of inner-
city white populations are found. However, a more reasonable explanation in
most cases would be the extent of commitment (for whatever reason) to the SNb
or the extent of expectation of getting something valuable out of the program,
The higher one's commitment/expectations the more 1ikely one is to make an ef-
fort to get there. The fact that many black employees may have Tower

cbmmitment/expectations relative to the SWP is not inconsistent with the fact

of an all white administration and supportive service staff.

Rt
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TABLE 2-2. Employee Success in Terms of Attendance by Drug Most Frequently Used
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TABLE 2-3. Employee Success in Terms of Attendance by Crew Assignment in SQP

A Non-HEroin Users Heroin Users
i No. % No. % TOTAL
Percentage of 0 - 10% 5 63 5 28 10
Absences 11 - 30 { 3 37 5 28 8
| 31% & Above § O 0 8 44 8
TOTAL i 8 30% 18 70% 26

| ﬁl?ctronwés ggTol1t1%n mgfntenange TOTAL
0 - 10% 4 80 3+ 25 3 27 10
11 - 30 0 0 6 50 4 36.5 10
31% & Over 1 20 3 25 4 36.5 8
TOTAL 5 12 11

28

Less significant than the Race variable, but with strong enough relation-
ship to success to be of interest is the Drug Most Frequently Used variable
shown in Table 2-2. While only a slight weighting toward high absence is in-
. dicated for employees seriously involved with heroin use, non-heroin users
show a strong 1ikelihood for low absence rates. Heroin use versus non-heroin
use may well be closely related to race, since the distribution of the sample
group among heroin and non-heroin users is almost identical to that among
blacks and whites. Moreover, the distribution of non=heroin users among the
three categories of absenge rates shows strong similarities to the absence
rate distribution for whites. Demographic studies of urban drug use patterns
also support the conclusion that race is strongly related to drug use pat-
terns. It might also be concluded that heroin addiction, with its attendant.

disruption of any "normal” social and economic functioning, indicates a

greater alienation from normative work values and commitment than addiction
to the less functionally disruptive drugs. Unfortunately the number of for-
mer alcohol abusers in the study group was too small for comparison with

former drug abusers.

T

Table 2-3 shows an unusually strong correlation between Electronics
Crew employees and Tow absence rates. This is not surprising, however, since
only the Electronics Crew has had the same Supervisor since its inception.
Moreover, this Supervisor places strong negative sanctions oﬁ absence. From
these results it may be argued that stability and consistency of supervision
tend to inspire higher employee attendance. This independent of racial con-
siderations, since the Electronics Crew is predominantly black while its
Supervisor is white. It should also be noted that interviews with the Elec-
tronics Crew Supervisor and employees by the Evaluator revealed a strong
sense of commitment on the part of that Supervisor to the "success" of his

employees. Such commitment was not evident on the part of the other two

Crew Supervisors.




Tables 3-1 through 3-9 below present cross tabulations for the employee
characteristics that relate significantly to employee success as expressed
by retention ih the program. It should be noted that marked difference is
apparent between employee characteristics versus Attendance and employee
characteristics versus Retention. For example, both the Race and Drug vari-
ables relate with approximately the same strength to Retention as was the
case for Attendance, suggesting that both race (e.g., racial make up of em-

. ployees vs. administration) and drug abuse (e.g., impact of heroin use on
alienation from one's environment) have a consistent and interrelated in-
f]uéhce on employees likelihood of sUccesS in the SWP, independent of other
employee characteristics. However, a number of additional employee charac-
teristics emerge as being significantly related to Retention that did not
relate significantly to Attendance. In particular variables concerning pat-
terms of Tife style (e.g., relationships with family, the law and training
and treatment programs) sﬁbw an influence they did not show on Attendance.

It is here suggested that Qood or poor attendance "is primarily a prod&ct of
an employee's day-to-day feelings about the program, such as, how much has-
sle he is willing or compelled for lack of alternatives to put up with, N
since good attendance is predominantly voluntary on the part of the employee.
Remaining in or being terminated from the program, on the other hand, is not
predominantly voluntary and may result from conscious or unconsciqus selec-
tion and rejection of employees by the program. Thus »etention or teymina-
tion is more Tikely to be a product of well established patterns of relation-

ship to the major controling institutions in an employees environment, which

e — -
i
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may or may not be expressed in immediate fee]ings about the program. For
examp1é, an employee may remain in the program not because of any
commitment/expectations regarding it, but because he has learned to re]a;e
to or use in certajn'ways that best serve his non-normative 1ife style con-
troling institutions such as the SWP. Such an employee may be expected to
remain in the program (with good or relatively poor attendance) just so
long as it serves his 1life style needs without too much hassle, with no in-
tention of successfully completing the program. This new dimension in em-
ployee characteristics and program success relationships will become clear-

er as we present and discuss each of the independent variable cross tabula-

.tions with employee retention.

As wa$ the case for the Attendance vafiab1e, retention in'the programl
is related most strongly to race. Also again, the unequal distribution of
blacks versus whites amoné the retained and terminated categories showed
strong similarities to the distribution of heroin~users versus non-heroin
users among the same two categories. Tables 3~1 and 3-1la clearly indicate
a high likelihood for white employees and for non-heroin user employees to
be retained in the program, and for black employees and heroin user employ-

ees to be terminated.
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TABLE 3-1. Employee Success in Terms of Retention in Program by Race

RACE
Black White total
| No. % No. % TOTAL
RETAINED 7 32 6 75 13
TERMINATED 15 68 2 25 17
TOTAL 22 8 30
TABLE 3-la. Employee Success in Terms of Retention in the Program by
Drug Most Frequently Used
DRUG
Non-Heroin Users Heroin Users TOTAL
No. % No. %
RETAINED 5 62.5 8 40 13
TERMINATED 3 37.5 12 60 15
TOTAL 8 20 28

TABLE 3-2. Employee Success in Terms of Retention in Program by Marital Status
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Married Single
‘ No. % No. % TOTAL

RETAINED 5 56 8 38 13
TERMINATED 4 44 13 62 17

TOTAL 9 21 30
TABLE 3-3. Employee Success in Terms of Retention in Program by

Number of Dependents
DEPENDENTS
Self Only Additional Dependents TOTAL
No. % No. %

RETAINED 4 31 9 53 13
TERMINATED 9 69 8 47 K17

TOTAL 13 17 30
TABLE 3-4. Employee Success in Terms of Retention in Program by

Living Arrangements
LIVING ARRANGEMENTS
With Spouse With Parents Other TOTAL
No. % No. % No. %

RETAINED 3 50 3 25 4 50 10
TERMINATED 3 50 9 75 4 50 16

TOTAL 6 12 8 26

e
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1ife, such as the family and the law, tend toward success, while non norma-
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Tables 3-2, 3-3 and 3-4 all show family relationship variables as they
affect retention in the program. In view of the fact that the great major-
ity of the saﬁple group were 21 years of age or over (normally marriageable
age), the three tables taken together suggest a significant pattern of pro-
gram rétention relative to employee family 1ife. That is, those employees
with the Teast normative, minimal responsibility, family 1ife characteris-
tics (e.g., single, with no dependents, 1iving with parents) are Teast 1ike-

ly to remain in the program.

In Table 3-5 the employee criminal Tife variable in terms of number of
criminal convictions is shown in relation to retention in the program. A
significant relationship is evident ranging from a s1ightly higher Tikeli-
hood of retention for employees with no criminal convictions to a very small
likelihood of retention for employees with numerous c¢criminal convictions.

As in Tables 3-2 through 3-4 above, a pattern clearly emergés-suggesting

that normative behavior toward the controlling institutions in an employees

tive behavior towards these institutions tends toward failure in the SWP.
Put in another way, an employee's chances of success in the SWP, hence ulti-
mately his chance of "making it" in the world of work, is significantly in-
fluenced by a well established Tife style or conscious pattern of choices

he has made concerning his relationship to the dominant institutions in our

society.

TABLE 3-5.

Employee Success in Terms of Retention in Program by Number of Criminal Convictions

NUMBER OF CONVICTIONS

3 or More Convictions

1-2 Convictions

None

=46~

=
[~ o Lo <O
o — i N
l.._
Q ™~ (22
s - (=]
O. i w [Xe]
=
B (] [ew]
e 0o
) ~ <
g | ~ 5
Lo Lo
2 . -
ks N ~
(Ce] (32
o o ™ P
=
—d
=
[ =
[XN]
5 = ©
= = [agud
= =
= =
L [SH]
o —




-47-

In Tables 3-6 through 3-8 data on three different variables, each hav-
ing to do with pre-SWP employee relationship to sociz! service or treatment
programs (the human service bureaucracy/institution), is presented as it-
relates to retention in the program. Again, a significant relationship is
evident, ranging from a somewhat higher likelihood of retention for em-
ployees with no prior involvement with treatment of vocational training pro-
grams to a small Tikelihood of retention for employees with short periods
of prior involvement with numerous programs. Note, however, that it is not
involvement with the human services bureaucracy/institution per se that neg-
atively influences retention. Rather it is the character of the involvement
that shows the strongest relationship to retention in the program. For ex-
ample, in Tables 3-6 and 3-8 where the Tength of prior involvement is under
consideration, the shortest period of involvement shows the greatest likeli-
hood of termination from the SWP. When the three Tables are taken together,
the data strongly suggest§ that employees with the greatest likelihood of
failing (being terminated from the SWP) are those whose prior invo]veﬁent
with treatment programs or vocational programs is characterized by short
stays in numerous programs. Thus an established pattern of non-normative
behavior toward the world of rehabilitation programs (that is repeated use
of such programs without staying and being rehabilitated) is very likely

to continue when an employee enters the SWP, and result in his termination.
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TABLE 3-6. Employee Success in Terms of Retention in Program by
‘ Prior Vocational Training

. VOCATIONAL TRAINING
None : 1-6 Months 7+ Months

© No. % No. % No. % TOTAL
RETAINED 9 56 1 17 3 37 13
TERMINATED |7 44 5 83 5 63 17
TOTAL |6 6 8 30

TABLE 3-7. Employee Success in Terms of Retention in Program by
Prior Drug/Alcohol Treatment Record

PRIOR TREATMENT

None 1 Program 2-3 Programs TOTAL
No. % No. % No. %
RETAINED 2 67 8 53 3 30 13
TERMINATED 1 33 7 47 7 70 15
TOTAL 3 »15 10 28

TABLE 3-8. Employee Success in Terms of Retention in Program by
Length of Time in Treatment Program Making Referral

NUMBER MONTHS IN TREATMENT PROGRAM MAKING REFERRAL

None Less than 6 Months 7 Months or More  TOTAL
No. % No. % No. %
RETAINED 5 62 3 23 4 57 12
TERMINATED {3 37 10 77 3 43 16

TOTAL |8 13 - 7 28

e
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TABLE 3-9. Employee Success in Terms of Retention in Program by
. SWP Crew Assignment

SWP CREW ASSIGNMENT

E]éctronics Demolition Maintenance TOTAL
No. % No. % No. %
RETAINED 2 33 4 33 7 58 13
TERMINATED 4 67 8 67 5 42 17
TOTAL 6 12 12 30

Table 3-9 presents employee retention versus termination. It is of sig-
nificance that the Electronics Crew, which showed an exceptionally high rate
of good attendance (see Table 2-3 above), shows a normally low rate of reten-
tion in the program. Thus good attendance, which is most heavily sanctioned
by the Electronics Crew Supervisor, bears no relationship to the 1ikelihood
of employees remaining in the program. It is also significant that the em-
ployee retention rate is considerably higher for the Maintenance Crew than
for either Electronics oeremolition Crew employees. The following facts
suggest an explanation for this abnormaiiy high retention for Maintenance

Crew employees:

a. the Maintenance Crew is the only Crew that has not yet worked on
outside contracts, and therefore has not been subject to the same
competitive pressure for effective employee performance;

b. the Maintenance Crew Supervisor has been somewhat lax in identify-
ing and pursuing employee attendance and performance problems, and
tends to avoid putting pressure on them

c. assignment to the Mintenance Crew is not contingent on employees
meeting any educational or physical requirements as is the case
with both Electronics and Demolition Crews, thus causing the
Maintenance Crew to tend to be a catch-all for those incoming em-
ployees with the least vocational competence or resources.
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These facts, when related to the Maintenance Crew's abnormally high reten-
tion rate, suggest that the greater the pressure on employees to perform

and the greatér the employees' vocational competence or resources the more

~ Tikely they are to, be terminated from the program. In more general terms,

these facts raise a serious questiony namely, whether the ex-addict or ex-
alcoholic's ability to succeed in the SWP is influenced predominantly by

his commitment/expectations relative to the program and "making it" in the
world of work, or whether the ex-addict or ex-alcoholic's ability to succeed
in the SWP is influenced predominantly by his lack of resources with which
to survive anywhere else and how easy the program makes it for him to stay.
Because of its serious limitations (see Section III. Evaluation Activities
in this report), the présent study can only raise the question and suggest
the possibility that the latter alternative is the most reasonable answer.

A more definitive answer to the question must await a more extensive and de-
tailed study as suggested in Section III. above.

The results of the analysis of employee characteristics variab]eé as
they relate to the Length of Employment success measure (dependent variable)
were so similar to those presented above for the Retention measure that their
presentation here would be repetitious and uninstructive. Suffice it to say
that the pattern of employee characteristics' influence on employee success

in terms of length of employment serves to reinforce the results shown above.

T e



SECTION V
CONCLUSIONS AND RECOMMENDATIONS

On the basis of the results described in Section IV. above, it is con-
cluded that while early SWP success in terms of the retention of employees
in the program has been disturbingly low, the SWP is a new and thoroughly
innovative program that gives evidence of successfully developing the con-
cepts of supported work in Philadelphia while making serious efforts to
correct internal problems and weakresses. In its first seven months of op-
eration the SWP shows a significant potential for filling a long-standing
gap in the drug addict and alcoholic treatment/rehabilitation system. In
fact the SWP represents a unique and innovative attempt to complete the
drug addict and alcoholic rehabilitation process by addressing a previously
neglected or superficially and unsuccessfully recognized need. That is the
SWP initiated a concrete ﬁfogram for enabling the ex-addict and ex-alcoholic
whose addiction problem has been stabilized and who in some cases has.been

provided with educational and vocational training resources to gradually and

with essential supports move into successful and rewarding experience in the,

mainstream of the world of work. Prior to the SWP such persons were either
sent out to move into the world of work on their own, with almost sure fail-

ure and eventual return to drugs and/or alcohol, or were forced to retreat

to a sheltered work setting with Tittle or no real world of work experiences.

Moreover, for a small but significant number of ex-addicts and ex-alcoholics

coming into the program the SWP has clearly provided a vehicle for real
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progress in acquiring positive and stable work habits, assuming responsibil-
ity and in some cases Teadership capability for quality work production, and
developing strbng motivation to "make it" in the world of work.

It is also concluded, on the other hand, that the SWP in its early
stages of development with its high rate of employee terminations raises éome
serious questions as to the appropriateness of such a program (essentially .
based on a traditional individual rehabilitative approach, work behavior mod-
ification, and work experience/work skills transference) for the majority of
the population it seeks to serve. Undoubtedly some employee terminations re-
sulted from early mistakes made by the program in the process of Tearning how
best to actualize the supported work concept. Some terminations may also be
attributed to internal program problems and weaknesses such as inadequate and
inconsistent employee supervision, woefully inadequate work equipment and
tools, gaps in staff communication, lack of maturity and experience on the
part of key supportive service staff, and racial imbalance in administrative
staff as compared to the employee population. However, the evaluation re-
sults suggest a consistent pattern or history of rejection of traditional re-
habilitation goals and SWP goals on the part of the majority of terminated |,
employees. This suggestion raises the question whether the SWP with its pres-
ent goals and methods can be expected to fail with consistent predictability
in successfully rehabilitating the majority of the persons it seeks to serve.
It is stressed that this evaluation only raises the question. It is too early
in the program's development, and the present evaluation is too limited to

provide a definitive answer.
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Recommendations '
On the basis of the above conclusions it is recommended that the Sup-

ported Work Pfogram of the Lower Kensington Environmental Center be contin-

~ ued with serious consideration of increasing the present funding level to
provide more experienced and competent staff, more modern, mechanized work
equipment and tools and more extensive and detailed evaluation. It is fur-.
ther recommended that the following changes and improvements in program op-
erations be implemented in the next Program Year:

1. That continued, strenuous efforts be made to recruit and hire em-
ployee supervisors (particularly in the areas of demolition and main-
tenance) that have not only technical competence and experience in a
particular work area, but more important have proven supervisory capa-
bility and knowledge of and experience in dealing with the unique prob-
lems of ex-addicts and ex-alcoholics. The fmplementation of this rec-
ommendation will probably require additional funds both for the reéruit-

ing effort and for higher supervisor salaries.

2. In connection with the above recommendation, that more rigorous re-
quirements be placed on employee supervisors with respect to close, on-
the-job involvement with their émp]oyees, more complete and detailed
evaluation of employee performance, and swifter and more intensive follow-
up of employee performance problems. It is suggested that these require-
ments be formalized in a written joB description and/or supervisor em-

ployment contract agreement.
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That formalized mechanisms be developed for the rapid and accurate
communication of decisions and actions taken with respect to employee

prob]ems'or work problems arising on the job to program administrators.

That more modern and efficient work equipment and tools be provided
for employees to carry out contracted work by standards somewhat closer

to the regular commercial market.

That a Senior Counselor/Therapist be recruited and hired with ex-
perience and proven capability in the delivery of supportive services
to either replace or work with the present Counselor/Therapist. It is
suggested that this Senior Counselor/Therapist preferably be a black

male.

That strenuous efforts be made to recruit and hire black admini-

strators to fill any vacancies that occur in administrative staff.

That more exten$ive and detailed evaluation be conducted in the
next Program Year along the Tines suggested in Settion ITI. of this

report.
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