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CHAPTER I 

INTRODUCTION 

The continuing debate over what constitutes appropriate responses by the justice 
system to serious juvenile crime has produced two major schools of thought. First, 
there are those who are committed to the control/punishment model of justice and feel 
that more severe sanctions should be imposed on these offenders; second, there are 
those who adhere to the more traditional rehabilitation/treatment model in juvenile 
justice and argue that community-based care should be extended to some categories of 
serious juvenile offenders,. especially those not posing any apparent physical threat to 
their own communities. 

Proponents of the latter position-inspired by the assumptions and precepts of 
the diversion/deinstitutionalization movement-have endeavored to implement alter
native programming at various stages in juvenile justice processing: the point of police 
apprehension, court intake, detention, adjudication, and correctional custody. For the 
most pa.rt these efforts have in the past focused upon so-called "lightweight" offenders 
who were thought to have exhibited only mildly delinquent behavior. 

Not surprisingly, the extension of community-based services to more severely 
delinquent youngsters has been slow in coming. Only within the past several years 
have certain jurisdictions begun to consider the advantage of placing such offenders in 
the least restrictive settings available. These programs may be characterized as 
seeking to provide more humane care and to maximize reintegrative potential while 
minimizing present and future involvement in illicit forms of social behavior and 
conduct. An equally important feature of these programs is the gradual phasing and 
transition to open community living. Although a voluminous literature has been 
emerging on the topic of the serious juvenile offender, little has been written about 
those community-based programs which are handling offenders of this type. 

Thus the research we undertook was based upon the desire to locate programs 
providing services for serious juvenile offenders in such settings, to determine how 
these programs originated and developed, to discern the prinCiples, philosophy, and 
reasons underlying program practices and operation, and to discover what kinds of 
clients were being admitted to them. 

We began our search for programs with the assumption that both residential and 
nonresidential programs would be working with this difficult population. This notion 
was, in fact, confirmed by our search. We also found support for the findings of earlier 
research which indicated a paucity of programs exclusively serving juveniles convicted 
of violent crimes against persons. In addition, we discovered that in spite of the 
recent surge of legislation enabling the transfer of many youthful offenders to criminal 
courts, a number of states are still strongly committed to the principle of 
rehabilitation/reintegration of severely delinquent youngsters within the confines of 
the juvenile justice system. 

The Issue of "Effectivenessll 

The movement toward the development of alternatives for youthful serious 
offenders is in its early, developmental stage. The relatively few programs clearly 
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designe,d for, such youth d,iffer wi~ely i~ the characteristics of the populations they 
serve" In theIr methodologies, and In their goals with respect to their clientele. Pre
occupied as they are with issues of their fundamental structure and their very exis
tence, ::umo~t none has enga~:d in rigorous research calculated to finally demonstrate 
a relationshIp between specific endeavors and precisely defined and measurable out
comes. The assessment of the ultimate worth of a given design strategy remains then 
la~gely a matter of professional judgment resting on issues of values. Conseque~tly, i~ 
~hIS ~onograph we are concerned with how these programs operate. It is not our 
mtentI?n to, dev:lop an evaluative or summative study of community-based programs 
for set'lOus Juvenile offenders but rather to provide an in-depth description and analysis 
of how these programs are organized, who participates in them, and how these clients 
progres~ through the vario~s program components. We supplement this by providing in 
AppendiX C an annotated bIbliography of program evaluations, assessments, monitoring 
reports, and program-related correspondence to which we were given access at the 
various program sites we visited. 

It should be recognized that expectations concerning success rates must be 
tempered by the realization of how severely many of these youthful offenders have 
been physically and psychologically damaged. As a result of childhood experiences 
so~e of these yo~gst~rs are potentially a!ll0n~ the most dangerous and chronically 
delinqu~nt of all Juvemle offenders. ThIS SItuation was constantly mentioned by pro
gram dIrectors who stated that they anticipated a relatively high level of failure 
among clients in their programs. 

~hile the available data do not provide to the policymaker a means for precisely 
asseSSIng the degree of "success" to be expected by a given program in achieving a 
particular goal, the national experience to date does suggest that: 

1. ,For ,both serious and less serious offenders, community-based progra.ms can 
exe~t q~lte high levels of control and supervision and are capable of transmitting to 
th?Ir, clients a ver~ clear sense that serious consequences follow from both further 
crimInal transgressIons and continued inappropriate social behavior. Such programs 
~ave often suc~eeded in enhancing responsibility on the part of youth and their fami
lies to a meamngful degree. They do so, however, by avoiding unnecessary pain suf-
fering, and degradation. ' 

2. It, appears that some I?rograms have been successful in providing care to 
severely delinquent yowlgsters With no greater risk to their communities than would 
result from trad~tional correctional incapacitation. Such programs have demonstrated 
tha~ they can fInd a pla?e in the community, can gain acceptance on a continuing 
baSIS, and are not conSidered by the communities in which they are located to 
represent unacceptable threats to public safety. 

, 3., As we note in Chapter IV, the financial cost of achieving the above tasks 
varies wlde~y, as wO,uld be exp?cted from programs with differing organizing frame
works and Intervention strategIes. Nonetheless, among the programs we studied a 
number provided care at considerably lower dollar cost than correctional instituti~ns 
serving the same jurisdictions. 

, Although we have not attempted to provide an exhaustive survey of all alterna-
tives for severely delinquent youngsters, we believe the selective sample which we 
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examine in some detail will present the reader with an exaellent sense of the various 
types of programs providing aommunity-based treatment for the serious juvenile 
offender. 

THE SERIOUS JUVENILE OFFENDER: STATUTORY CONCERNSz 
DEFINITIONAL ISSUES, AND INCIDENCE 

Over the past several years muah has been said, written, and debated U?out the 
serious juvenile offender. Although periodia sensationa~zing. o~ youth arime h~ 
oaaurred throughout this aountry's history, the present mtensIf~ed le,:el. of pub!ia 
aonaern is in part a product of an apparently inareased level of serIOUS CrlmIn~ actIv
ity among Ameriaan youth during the past deaade. The res~tant aontroversIe.s over 
the serious juvenile offender have ranged aaross a number of Important theoretIaal as 
well as praatical issues: Given the precepts of the juvenile court movement, should 
such an offender category be established for the purposes of, pro~~ssing and t:eatment? 
Given the various definitional dilemmas entailed in conceptualIZIng the notIon of the 
serious offender, how aan suah a aategory be derived? What would be the demographia 
aharacteristics of suah a group? How should this offender population be processed 
within the juvenile justice system? These matters of legality, definition, inaidence, 
and treatment/aontrol constitute prinaipal dimensions of inquiry for those scho~ars, 
researchers, and practitioners who are currently addresBing the problem of serIOUS 
crime among juvenile offenders. 

LEGAL AND STATUTORY CONCERNS 

Legally and philosophically, the debate over the ser.ious ~uvenile offen?er ~as 
posed a fundamental problem for the juvenile aourt. The Juvemle court has SInce ItS 
inaeption related to the youthful offender as if he were a wayward child in ne~d of 
nurturance. Theoretically, acting as a benevolent parent, the aourt has champIoned 
the conaept of "parens patriae," which identifies one of the court's primary concerns as 
sympathetically responding to the unfulfilled needs of the troubled youth. 

Several procedural consequences have followed from this stance. First, the court 
has established a tradition of looking at the airaumstances lying behind the offender'S 
misaonduct, rather than attending only to the nature of the criminal act. In essenae, 
the tendency has been to seek the aause of difficulty in the .wider soail;)cult~ral 
environment in which the youth has resided, in order to prescrIbe the approprIate 
rehabilitative measures. Second, in order to provide help for misguided children the 
court has operated with a rehabilitative/treatment model of justice in which a p~imary 
goal has been to provide therapeutic measures "designed to effect changes In the 
behavior of the convicted person in the interest of his own happiness, health, and 
satisfaction" (Allen, 1964: 26). 

The aall for establishing a speaial aategory of offender-the serious juvenile 
offender-runs contrary to the underlying spirit of the entire juvenile aourt movement. 
As Conrad (1978: 228) has pointed out, 

••• this order of alassification [the Serious Juvenile Offender] 
is new and inconsistent with the traditional suppositions of the 
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juvenile aourt in the years before Gault. • •• The juvenile 
delinquent was by definition a ahild in trouble-a far different 
matter from a determination of guilt for an offense, as Gault 
was to show. .•• The juvenile aourt in this aountry will no 
longer rely on the aonaept of parens patriae but will beaome a 
speaialized ariminal aourt for small adults. 

Once the emphasis is shifted to the concept of an offender fully responsible for a 
particular aiminal act, steps may be taken to impose harsher penalties, often borrowed 
from the more severe aontrol/punishment model operating in the ariminal justice 
system. 

With the decision having iJeen made to establish a serious juvenile offender 
aategory, a variety of strategies are aommonly used for proaessing individuals drawn 
from it. These strategies include: (1) waiver/certifiaation/transfer, (2) inalusionary 
subalassification, and (3) legislative exclusion. Each of these alternatives provides a 
specialized proaedure for imposing more severe restraints on the behavior of the 
youths in question. 

As a traditional last resort or pressure valve measure, waiver has long been 
available to various institutional aators in the juvenile justice arenas throughout this 
country. The procedure is based on a rather simple notion: 

Waiver of jurisdiction by a juvenile aourt is the proaess whereby 
the court relinquishes its jurisdiction over a ahild and transfers 
the case to a court of criminal jurisdiation for prosecution as in 
the case of an adult (quoted in Smith et ale 1979: 127). 

The key to waiver is the concept that discretion is fundamental to decision making. 
Implicit in this proaedure is the continued recognition that the person being considered 
for adult proaessing is still a juvenile and that this faat must be carefully weighed 
before jurisdiction over him is relinquished. Criteria which are frequently aited as 
factors entering into this deaision include (1) a determination of resistance to treat
ment under juvenile auspices, or that appropriate treatment resources are not avail
able to the juvenile court, (2) the severity and ciraumstanaes of the presenting offense, 
(3) previous offense history, (4) the family situation, and (5) extenuating soaial and/or 
psychological factors. 

Historically, there has always been considerable reluatance to use the waiver 
mechanism freely. Based upon a reaent national survey, Smith (1980: 87) has esti
mated that during the period between 1975 and 1977 only about 1 or 2 percent of all 
referrals to juvenile court were transferred to the jurisdiation of the adult courts. 
Waiver assumes two principal forms: judicial hearing and proseautorial waiver. In the 
case of the former a formal hearing is scheduled during which a juvenile court judge, 
magistrate, or referee hears the evidence for and against the removal of the youth 
from juvenile jurisdiction. In the latter case, the prosecutor or state's attorney 
intervenes at some point in the filing-of-a-petition pl'oaess and deaides whether or not 
the case should be transferred to criminal court. In this form of waiver there is 
generally much less input from other actors suah as aourt intake workers, probation 
officers, and judges in the deaision-making process. 
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Another option for singling out the serious juvenile. of~en?e~, 0!1e n?t ~esor~ng to 
the drastic step of removing these offenders from. juvemle J':ll'Is~Ictlon, IS mcluSlOnary 
subclassification. This approach has been experImented WIth m several states. As 
McDermott and Joppich (1980: 46) indicate 

A few states (for example, Colorado and Minnesota) have 
created "an inclusionary subclassification of juveniles which 
defines violent or hard-core juvenile offenders, places them 
within the juvenile system, and treats them differently by 
placement or other methods •• 0 ." (Biele et ale 1977). 

This mechanism usually involves the determinate sentencing of serious offend?rs 
within the juvenile system. It is most notable for the fact that tho~e. youths bemg 
processed in this fashion are still being defined as juyeniles an.d are. rec~ple!lts, at least 
in some ways, of those benefits that c~aracterize ~e Juveml~ Justice syst~m. 
However sanctions may be quite severe, WIth youths bemg placed m secure settings 
for a fu:.ed number of years. Sentences are often to closed facilities, without any 
chance of parole until the youth has achieved his majority. 

At the extreme end of the continuum for removing juveniles from juvenile court 
jurisdiction is legislative exclusion. This pr~ce~~e i~ com~on~y .referred .to ~ auto
matic or mandatory waiver. Absolutely no JUdICial dIscretion IS Involve? In !hIS pro
cedure, which entails having certain offenses statutorily ex~lude.d from Juvemle C:0?I't 
jurisdiction. For examples some states require ~at ,once Juv~mles reaCh. a speCIfIed 
minimum age and have been charged with certam crImes of VIolence agaInst perso~ 
such as murder rape aggravated assault, or kidnapping, they must be prosecuted m 
criminal court. 'With fue recent surge of concern over violent crime, a number of stB;te 
legislatures have enacted statutes either estahlishing or enlarging the list o~ maJ.or 
felonies which result in the automatic removal of youthful offenders from Juvemle 
court jurisdiction. 

The spirit of justice manifested in this group of waiver mechanisms :efl7cts, in 
the main the desire to redefine some set of youths as adults and to relinqUIsh any 
special c~nsiderations with respect to treatment and c:ontrol that ~igh~ derive f~om 
their age and immaturity. Only in the case .o! determ1l1a~e se!1tencmg IS the serIOUS 
juvenile offender retained under. the ~U?erVlSlon of the Juveml~ system. And e~en 
here the critical concern is the Impositlon of more severe sanctions and the exerCIse 
of tighter controls. But the debate over the selection o~ the .appro~riate conceptu~l 
categories for labeling and treating youngsters who c~mmit serIOUS crImes ~d commIt 
them repeatedly has not been resolved. Our researc,h mto th~ use of community-based, 
alternative programming for offenders labeled serIously delinquent sugges~s ~ a:ray 
of possible alternative responses to some of the problems posed by thiS dIffICult 
population. 

DEFINITIONAL ISSUES 

The controversy which has raged the past few years over the processing and 
treatment of habitual and hardcore youthful offenders naturally raises a crucial 
definitional question: Who is the serious juvenile offender? An answer to this question 
logically precedes attempts to develop specific int.erventions for dealing with this 
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difficult population. As one might imagine, no single, unequivocal answer to this 
question appears. Most recent efforts to corne to grips with this problem have resulted 
in the construction of a set of definitional categories ranging across a broad spectrum 
of criminal acts and behavioral factors. 

In a very basic sense the management of troublesome youngsters by the courts 
and correctional officials has always been a rather arbitrary process. As Zimring 
(1978b: 276) has insightfully observed, 

Juvenile crime is not a species of behavior restricted to a 
particular age group~ nor is it etiologically different fl.'om all 
other forms of crime; rather, it is the invention of the 
legislature in th2 fifty-one jurisdictions in the United States 
that create boundary ages between juveniles and adult courts. 

The decision to create a special legal status and to provide special treatment for 
youthful offenders under a specified age is undoubtedly rooted in the Western belief 
that childhood is a state of unreadiness (Conrad 1981). One consequence of this social 
perception is that the factor of age as a primary determinant of delinquent status 
varies widely across jurisdictions. Although all major proposed r~form standards call 
for jurisdiction in the juvenile justice arena until the age of 18, the upper limit of 
jurisdictional age, in fact, varies in the U.S. from the 16th to the 19th birthday. This 
variation is critical in the classification process, as will become apparent when we 
examine the age distribution for the most serious, assaultive crimes. 

Although few conceptual problems of current interest in criminology have been 
less amenable to clear solution than the formulation of an acceptable, operational 
definition of the serious juvenile offender~ McDermott and Joppich (1980: 2) have 
recently brought considerable clarity to these efforts by suggesting that 

the task of defining the "serious juvenile offender" would be 
simplified if by "serious offender" we simply meant "a juvenile 
offender who has committed (or is alleged to have committed) a 
serious offense." If this were the case we would only need to 
specify in some way the meaning of "serious offense." How
ever, a review of the literature quickly reveals that "serious 
juvenile offender" is not always defined as a juvenile offender 
who commits a serious offense; chronicity or repetitiveness of 
offending is often a defining characteristic of the "serious 
juvenile offender." Thus, we are concerned here with two 
conceptually distinct questions: 

(1) What is a serious juvenile offense? and 
(2) Who is the serious juvenile offender? 

By posing these two separate, yet clearly related questions McDermott and Joppich 
have skillfully demonstrated the need to consider two essential dimensions, namely the 
severity of thE'" individual criminal act and the repetitiveness, or chronicity, of law
violating behavior, in attempting to define the serious juvenile offender. 
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An attem t to determine the severity of a particular criminal offense usually 
entails a~ evaluition of the characteristics (a premeditated or spontaneous act, degre~ 
of malicious intent use of a weapon) and the conseguences (value of property dam~e 
or stolen, extent of injury to the victim) of the act. Altho~gh many stu~ents of ser~ous 
crime exclude from their lists all crimes other than felomous acts of VIolence agaInst 
persons (the FBI index crimes of nonneglig;ent hOI?i.c~de, armed, robbery, l7ggrav~ted 
assault and forcible rape), a more inclUSIve defmItIon e~~end~ng t~ mB;Jor crImes 
against property can easily be justified. Only when the dec~slOn IS 8:rbitrarlly made to 
restrict the definition of serious crime to thos,e acts WhIC~ physIcally th;e~t~ or . 
actually harm persons is violence the key determmant. Certamly> the act o. s e. ng, 
dam in or destroying valuable property can be seen as a serIOUS matter posmg a 
ma':; th~~at to the community. Several such property crimes (b.urglary, ~arceny! and 
motor vehicle theft) were thought to be sufficiently serious to be mcluded m the list of 
FBI index crimes. 

Ultimately, the scaling of criminal behavior must involve some valuational 
scheme. In this regard Zimring (1976: 16) has noted 

If the definition of juvenile criminality is largely arbitrary, the 
definition of serious crime invites the analyst to embark on a 
difficult and ultimately illusive search for an acceptable 
standard of severity. 

The possible avenues suggested by Zimring for pursuing this g~al.include: (1) a purely 
sub'ective approach based upon a sense of loss felt by the VI~tIm as a result of ~e 
inf~ction of criminal harm, (2) an objective . approac~ dependmg upon th(3)01l;c~ve 
judgment of a particular audience to establish a serIousness scale, and ,a v u~ 
informed" selection of serious crimes which relies upon th'7 e~alua~or's own l.udg~~n 
in determining the severity of particular offenses. For Zlmrmg, offe~ses mvo vmg 
substantial threats to life or to a sense of personal safety and securl~y are more 
serious than the burglary of unoccupied dwellings, most forms of vandalIsm, and the 
vast majority of all larcenies" (1976: 17). 

The selection of particular kinds of unlawful behayior for in?l~sion in the cate-
or of serious offenses has ranged over Ii variety of cilffere,nt crimmal acts and has 

;eilected a number of philosophical positions. For example, .m a ba~kgrOu(~d ~~pe~ ~ 
the serious juvenile offender prepared by the American Justice ~tItl!t~ mi e, • 
1979) the decision was made in trying to develop a COI?prehens~ve listmg of serlOu~ 
crimes to exclude certain FBI index crimes-both Violent crImes (e.g:, unarme 
robbery) and property crimes (e.g., petty theft)-and to add som? other c~lme~ to t~e 
list. In terms 'of specifying single crimi,nal acts which should qualIfy as serIOUS Juvemle 
offenses these authors listed the follOWIng offenses: 

(1) homicide or voluntary manslaughter 
(2) forcible sexual intercourse 
(3) aggravated assault 
(4) burglary of an occupied residence 
(5) larceny-theft of more than $1,000 . 
(6) auto theft without recovery of the vehIcle 
(7) arson of an occupied building 
(8) kidnapping 
(9) extortion 

(10) illegal sale of dangerous drugs 
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This list contains index crimes against both persons and property. However, as both 
Zimring suggests in reaching his own definition of serious crime and McDermott and 
Joppich point out in their discussion of the topic, the seriousness of crime generally 
tends to be equated with violence, aggression, or the causing of actual or potential 
physical harm. 

If one's principal concern in framing an appropriate definition of serious juvenile 
crime is violent criminal behavior and the potential physical threat the offender poses 
for his/her community, two interrelated issues must be addressed: dangerousness and 
prediction of future behavior. Among assaultive youths labeled serious juvenile 
offenders is a small group who will occupy a spot at the most violent end of any 
continuum of aggressive behrvior. These individuals are those offenders who have 
been repeatedly arrested and adjudicated for assaultive acts against persons and can be 
appropriately labeled as chronically violent juvenile offenders. It is youngsters such as 
these who are responsible, in large part, for stimulating national concern about the 
imposition of tighter controls and more severe sanctions on dangerous juvenile 
offenders. Yet, numerous authorities on youth crime have pointed out that the number 
of juvenile offenders who are chronically violent is extremely smalL 

The reported infrequency of chronic violent behavior among youngsters raises the 
critical point as to the number of acts of violence necessary to labeling as dangerous. 
There must be some convincing indication that a pattern of violent behavior has 
already been established or will over time become established. As Mann (1976) sug
gests, a single incidence of violent behavior on the part of a juvenile offender hardly 
qualifies that individual as a dangerous offender. The vast majority of juveniles who 
are arrested for a violent act never commit another index crime against persons. Two 
important sets of research findings support this assertion. In a Vera Institute study 
cited by Strasburg (1978), 29 percent of a sample of delinquent youngsters from three 
counties in New York State had been charged at least once with a serious violent 
crime. However, the proportion charged with serious violence on more than one 
occasion was much smaller, amounting only to 6 percent of the total sample. These 
figures parallel the earlier findings of Wolfgang and his colleagues (1972) in their 
classic Philadelphia cohort study. Consequently, great caution must be exercised in 
trying to predict future violent behavior based upon one prior act. In fact, although 
the mathematical odds favoring future violent behavior increase with subsequent 
violent crimes, even in those cases prediction is a risky matter. Wenk (1972) asserts 
that when using the very best predictor of future violence-a record of past violent 
behavior-predictions of violence are still incorrect in nineteen of twenty cases. 

If the decision is made to set aside the problem of prediction and to proceed in 
terms of the youth's presenting ·offense and arrest history in order to formulate an 
official response to criminal misconduct, chronicity-the other key variable for 
developing the serious juvenile offender category-becomes crucial. On the basis of 
previous arrests, offenders are frequently classified into three groups: first offenders, 
recidivists (two to four contacts), and chronics (five or more contacts). The last of 
these categories, the chronic, is frequently used as a major part of the justification for 
judging a --~''Outh to be a serious offender. In discussing the utility of including the 
criterion of prior unlawful conduct, McDermott and Joppich (1980: 9-10) have offered 
the following observations: 
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The inclusion of repetitiveness in the definition of. the serious 
juvenile offender serves several purposes. One IS to focus 
attention on the very small numbers of offenders that reseB:rch 
(e.g., Wolfgang, Figlio, and Sellin 1972) indic~tes are responsI?le 
for a very large number of crimes. In thIs sens7, center~ng attention on repeat offenders can be viewed as logIcal solution 
to the problem of the distribution of scarce resource~ (e.g., 
treatment personnel and facilities), or as ~e way of ~ettIng the 
greatest return (in terms of crime reduction) on a~ mve~tment 
(e.g., police efforts). Another p~rpose ser~ed by mcludmg the 
repetitiveness criterion is that many one-time offenders, even 
some who commit relatively serious crime, !lre exclud~~; only 
offenders who pose a continuing threat to thell' communIties are 
labeled as serious juvenile offenders. 

Several additional points should be made ab~ut th~ im~ortance of the inclusion of 
repetitive criminal behavior in defining the serIOUS Juvemle offender. In. a recent 
cohort study (Hamparian et ale 1978), it was discovered that at least one-thIrd of the 
identified chronic offenders "presented no serious t~e~t to the w~rld aro~d them." 
These youngsters were habitually engaged in petty crlmmal acts ~hIch contin~ally led 
to their being involved with the courts. Frequently, they were SImply chromc ~tat1:ls 
offenders. This possibility points up the fact that there is !l0 necesB?-ry acceleration In 
the seriousness of crimes committed over time by a partIcular delinquent youth. As 
Strasburg (1978) has suggested, when violent ac~s occur~ the~ are, for the most part, 
occasional events within a random pattern of delinquent behavlOr. 

In contrast to the kind of chronic, petty offender (e.g., th~ per~nnial status 
offender or petty criminal) just described is that youth who ~ a fIrst-time offender 
has committed a relatively serious crime but has not yet estab~shed !l cl~ar patt~rn ~f 
criminal behavior. The question which automatically presents Itself In t~IS sItuation IS 
where should the cutoff be imposed for designating the perpetrator of a smgle unl~w!ul 
act as a serious juvenile offender. Many authorities would argue .that the commISSIon 
of any of the four FBI index crimes against persons should qu~fy a y~uth for. that 
status, but some argue that two instances of unll!-wf~ beh~vlor of thIS magnItude 
should be required before classifying a youth as a serIOUS Juvemle offender. 

As we suggested earlier, both chronicity and offense severity are. usually ~sed 
together to define the serious juvenile offender. McDermott and JoppI~h (1~80. ~O) 
have pointed out that, in theory, these two definin~ ~riteria for the serIOUS JuvenIle 
offender produce four possible offender types exemphfled as follows: 

(1) offenders who commit five or more serious crimes and perhaps one or more 
nonserious crimes 

(2) offenders who commit less than five serious crimes and perhaps one or 
more nonserious crimes . . 

(3) offenders who commit five or more nonserious ~rimes ~nd no serIOUS crI!'lles 
(4) offenders who commit less than five nonseriOUS crimes and no serIOUS 

crimes 

Based on this scheme, these authors conclude that Type 1 offenders are clearly ser~ous 
juvenile offende~s, that at least some Type 2 offenders should be regarded as serIOUS 
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juveni!e of~ende.rs, and that some of Type 3 and 4 offenders could possibly be regarded 
as serlOUS Juvemle offenders. Further, they suggest in any attempt to determine which 
Type 2, 3, and 4 offenders to label as serious juvenile offenders that the Sellin
Wo~fgang seriousness sc~e (see Appendix A) be used. Such a scale permits cumulative 
serIousness to be the guIde for any classification of offenders. A similar solution to 
some of the definitional dilemmas surrounding the serious juvenile offender has been 
sug~ested ~y other students of serious crime. For example, in one of the American 
Justice Institute's reports on serious juvenile crime Smith et ale (1979: 38) suggest that 

. A ser~ou~ juyenile offender is one whose offense history 
Includes adJudIcation for fIve or more serious offenses (on the 
Sellin-Wolfgang scale), or one who is adjudicated for one or 
more offenses whose severity is equal to homicide or fOI'cible 
sexual intercourse as measured by the Sellin-Wolfgang scrue. 

Our 'p~pose here is to eluCidate, not finally answer, the definitional problem. 
But a defmltIon for the purpose of the review of community-based serious offender 
programs essayed ~n this monograph must be selected. In this report we are specif
Ically conce~ned WIth that segment of the serious juvenile offender population that is 
both. (l!-) r~tam.ed under t~e auspices of the juvenile justice system and (b) targeted for 
~ru:tI<:Ip~tIon m ~om~umty-based. programs. Those juveniles being waived to adult 
JurI~~l?tion or beU?g given determinate sentences to be served in juvenile correctional 
faCilities fall outsIde ~he s~ope of, our i!1quiry. We acc~pt the ambiguity presented by 
~h~ f~ct. that the ~reCIse .kinds of Juvemle offenders waIved varies from jurisdiction to 
JurIsdIction, especIally wIth the passage of new "serious juvenile offender" statutes in some states. 

The kind of juven~e offender who falls into McDermott and Joppich's Type 1 
category would rarely, If ever, be found in the kind of relatively open community
?ased se~ting ~ith whic~ we are concerned. Rather, our study of ;rogrammatic 
mterventlO!ls wIth the serIous juvenile offender focuses largely on the kinds of offend
ers who mIght be drawn from a Type 2 or Type 3 delinquent population. This group 
would be selected from a somewhat larger offender population recently identified by Coates (1981: 15). 

That there is a small minority of juvenile offenders who 
require secure corrections placement because of overriding
community protection needs seems quite evident and reasonable 
to this observer. ••• Thus, the real debate, in my view, 
co~cerns how we view those majority of' delinquents who are 
neIther status offenders nor the most serious offenders. 

Undoubtedly, within the boundaries specified by Coates can be located a substantial 
number of youngsters who qualify as seriously delinquent by existing standards but who 
pose no immediate threat to the safety of their communities. 

FREQUENCY AND DISTRIBUTION OF SERIOUS CRIME 
AMONG JUVENILE OFFENDERS 

Alarm over the current level of serious juvenile crime has led many stUdents of 
this topic to raise a number of important questions about the scale of such serious 
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misconduct and to scrutinize very closely those data which are available on the sub
ject. Among the crucial questions which we will examine in this section of the report 
are: 

(1) 

(2) 
(3) 

(4) 

Has the level of serious crime committed by juvenile offenders increased 
over the past several decades? 
How much serious crime is cUl.'rently committed by juvenile offenders? 
How much serious crime is committed by juveniles in relation to other age 
groups? 
Among which segments of the juvenile offender population is serious crime 
concentrated? 

In order to resolve these questions several sources of information must be probed. 
From the array of possible sources (offici~ police and court records, victim~zat~on 
surveys, cohort studies, and self-report StudIes), we have selected two for exammatIOn 
in some deta.il: official police and court records, and cohort studies. These bear most 
directly on matters with which we will be concer.ned. (For a detailed coverage of the 
significance of self-report studies and victimization surveys for the study of the 
serious juvenile offender, see McDermott and Joppich 1980.) 

Arrest Rates 

The most important source of aggregated arrest data bearing on serious juveni~e 
crime is national police records published annually by the Federal Bureau of Investl
gation in its Uniform Crime Reports (UCRs). The UCR data are divided into two 
categories, Part I and Part II Offenses, which, together, subdivide all offenses into 
twenty-nine categories. Part I includes all of the "index crimes" and ha~ come t.o be 
synonymous with serious offenses. This group is composed of the four Index crImes 
against persons: homicide and nonnegligent manslaughter, forcible rape, robbery, and 
aggravated assault; and the three index crimes against property: burglary, larceny 
over fifty dollars, and motor vehicle theft. These seven offenses generally represent a 
descending scale of seriousness. Another important feature of these data is that they 
are counts of arrests, not offenders. Thus, the data provide a count of the number of 
arrests of juveniles for various crimes, but there is no way of knowing how many 
separate juvenile offenders contributed to this total. 

Although representing the most broadly ba.sed and widely collected set of arrest 
data available, when put to use the UCRs pose a number of difficult and sometimes 
insurmountable problems. As McDermott and Joppich (1980: 16) suggest 

As measures of arrests of persons under 18, the UCR data 
present three major diffic::ulties. First, because of the vast 
amount of crime not reported to the police and the vast amount 
of crime not cleared by arrest, these data greatly underesti
mate the "true" amount of crime. Second, because arrest data 
say nothing about later judicial processing, they are more 
correctly interpreted C".8 measures of alleged juvenile offenses 
than actual juvenile offenses. Third, because these are police 
arrest data, and because of the widesprea.d notion that juveniles 
may be easier to "catch" than adults, the proportionate 
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contribution of juvenile arrests to total arrests may overesti
mate the proportion of the total crime that is committed by 
juveniles. 

In addit~on to these di!fi<:ulties another major problem in interpreting UCR data has 
been po~nte~ out by Zlm.rIng (1979: 279), who states, "It is well known, for example, 
that estImatIng youth crIme rates fro~ arrest statistics is misleading, because young 
offe!ld~rs are ?lore of~en. arrested m groups, and an extrapolation from arrest 
statIstIcs to c~Ime statIstIcs would thus substantially overestimat~ the number of 
offenses co.mmitted by. young offenders." To further complicate these issues, Zimring 
(1976: 12), m commentIng elsewher.e on the problems associated with calculating crime 
rates, notes that lithe census is acknowledged to undercount young black males and 
thus ovc.r:s!imate the crin;e rate attri?utable to that group in any given year." Many 
other crItICIsms-too detai1~d to mentIon here--concerning the validity and reliability 
of ~ese data have been raISed and continue to cloud the significance of all stUdies 
relYIng totally upon the UCRs. 

In spite of these shortcomings, the UCRs do provide the researcher with some 
sense of larger arrest trends and patterns. For example, based on his analysis of these 
d~ta, Str~sburg (197~: 13) notes that, "between 1960 and 1975, juvenile arrests for 
VIolent crImes have rIsen 293%.tr Although this fact can be partially attributed to an 
unprecedent.ed 52 percent increase in the size of the adolescent population in this 
country durmg the 1960s, the arrest rates per 100,000 population of juveniles at risk 
sh?w cl~arly ~at violent criminal activity among juveniles has greatly intensified over 
thI~ perl~d •. FIgure 1 documents this indisputable escalation. In discussing this critical 
perIod, Zlmrmg (1978a: 42) states 

The fifteen years from 1960 to 1975 were characterized 
b-, three demographic shifts that constitute an ideal prescrip
tIon for explosive increases in youth crime: a large increase in 
the youth population, an increased concentration of the young in 
urban ~e~, and .a. huge increase in the minority youth 
populatIon In core CItIes. These population changes occurred in 
a soci~ setti~ whe:e crime rates for all significant age groups 
were Increasmg. GIven generally higher crime rates as well as 
!arge incre~es in the populaticn-at-risk, a substantial increase 
m youth crIme was predictable. 

Great care shou!d be exercised, however, in drawing conclusions from the appar
ently clear trend of mcre~sing vio!ence am?ng juvenile offenders. While the aggre
gated d~ta for. the ~our mde:c crImes agaInst persons suggest that juveniles have 
be~ome mcr.easI.ngly Involved m violent crimes over the past several decades, a de
taIled .examIn.atIon of .the ~ttern presented by each of these four crime categories 
over time pamts a qUIte dIfferent picture. Although the UCRs indicate a sizeable 
increas~ in youth violence ~uring the 1960s across most of these categories, this 
escalatIon has been followed m the 1970s by a period of relative stability in the rates 
o! three of the four index crimes against persons. The only category which has con
tmued. to show large increases in the 1970s is aggravated assault. The extensive 
~alYSIS of l!CR da~a by Smith et ale (1975: 91) supports this assertion by showing, 
arrests for mdex VIolent offenses accounted for 7% of all juvenile crime in 1964 

compared to 10% in 1976 ••• and most of this increase took place during the 1960s." ' 
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FIGURE 1 

ARREST RATES FOR ALL VIOLENT CRIME* BY JUVENILES 
UNDER 18 YEARS OLD 
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Equally interesting is the fact that aggravated assault, along with robbery, seem 
to be the special domain of young offenders. Of the 152,000 index violent crimes 
committed by 20 years old and younger and reported for inclusion in the UCRs, 133,000 
were crimes of robbery or aggravated assault. This ratio is comparable to the one 
discerned by Smith et ale (1975: 97) in their analysis: lIaggravated assault and robbery 
account for over 90% of all juvenile arrests for violent index crimes during every year 
from 1964 to 1976." Yet, these two categories of offit!iltlly labeled criminal violence 
(robbery and aggravated assault) tend to tell one relatively little about the degree of 
seriousness of the offense. For example, aggravated assaults can range from spur-of
the-moment fistfights to coldly calculated shootings. Similarly, robberies can range 
from the unarmed extortion of lunch money in the schoolyard to armed, life
threatening encounters. As Rubin (1979~ 4) has observed: 

One robbery may involve a juvenile running into an old lady, 
grabbing her purse, and knocking her to the ground with the 
consequence of a broken hip. In a second robbery, a twelve
year-old may threaten an acquaintance with a fight unless the 
acquaintance turns over his forty-cent lunch money. If both 
offenders are arrested, they become two equal robbery statis
tics, though their offenses and the consequences are substan
tially different. 

The point is that within these two categories the difference between two individual 
crimes may be as great as the difference between violent and nonviolent crime. This 
fact has led Zimring (1979: 81) to label these categories as "heterogeneous" since the 
characteristics of such crimes may vary enormously. In addition, Zimring (1978a) 
argues that most offenders under the age of 20 who engage in robbery are unarmed and 
that arrests for both robbery and assault often involve a large number of accessories as 
well as principal offenders. 

Based upon these facts and insights, several tentative conclusions can be offered • 
First, where the offense category is extremely serious and involves the crimes of 
homicide/nonnegligent manslaughter and forcible rape, the number of under 18 year 
olds arrested is smalL The UCRs indicate no dra.matic increase over any extended 
period of time in the number of juvenile murderers and rapists since the collecting of 
these data began. Second, those juveniles who are engaging in violent crimes are being 
arrested mainly for robbery and aggrlllvated assault, but in the comm.ission of these 
acts are less likely to be armed with a deadly weapon than are adult offenders and are 
more likely to commit such acts with co-offenders, thus exaggerating the rates 
derived from UCR data at which such crimes are committed by juveniles. 
Consequently, ~eat care must be exercised in interpreting the 'OCR data both in 
regard to the severity of violent acts among juvenile offenders and in calculating 
incidence of such acts. 

Youthful age groups, especially juveniles, seem to pose the greatest threat to 
society, not in terms of index crimes of violence, but rather of index crimes against 
property. In contrast to violent crimes, where young adults (18 to 25 years of age) 
have consistently shown a greater involvement than have either juveniles (under 18 
years of age) or older adults (25 years of age and up), serious property crimes are 
committed in the greatest numbers by juvenile offenders. Strasburg (1978) cites 1975 
UCR data showing that among all juveniles arrested for serious index crimes that year, 



,) I 

J 

] 

] 

II 
1 

-15-

90 percent were arrested for index offenses against property and only 10 percent for 
index crimes against persons. Supporting this position are the findings of Smith et ale 
(19"19: 91), indicating that following the rapid increase in arrests of juvenile offenders 
for violent crimes during the 1960s, the proportion of serious property to violent crime 
arrests stabilized at about a 9 to 1 ratio. 

The peak ages for arrests in the seven categories of index crime provide an 
interesting glimpse at the relative role of juvenile offenders in the commission of 
serious crime. In a very general sense, crime is largely committed by individuals in 
their mid to late teens and early twenties. After that age criminal behavior decreases 
markedly. Specifically for burglary, larceny, and auto theft, the three index crimes 
against property, the peak years are mid adolescence (16 years of age for all three 
categories), with an ensuing dramatic dropoff in rates from that age to young 
adulthood. In contrast, the pattern for violent offenses is substantially different. 
Robbery, assault, and rape arrests peak later in adolescence, at age 18. Homicide 
peaks later in young adulthood, at age 20. In Table 1, Zimring (1978a: 37) has graph
ically illustrated the distribution of peak ages for all arrests for index crimes and the 
frequency of occurrence. 

TABLE 1 

PEAK ARREST AGE AND ANNUAL ARREST RATE 
PER 100,000 MALES BY CRIME* 

Annual Peak Rate of 
Offense Category Peak Arrest Age Arrest per 100,000 

Homicide 20 25.4 

Rape 18 41.8 

Aggravated Assault 18 297.0 

Robbery 18 338.2 

Burglary 16 1,476.4 

Larceny 16 2,407.0 

Auto Theft 16 497.8 

*Sources: FBI Uniform Crime Reports, 1973; and Census Estimates 
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The fact that violent juvenile crime is concentrated in the upper reaches of that 
group of persons under the age of 18 is illustrated vividly in Figure 2 (see p. 18). It 
should be reiterated that th0"le patterns represent an aggregation of all four index 
crimes against persons 8J1d, as a result, will implicitly reflect the disproportionate 
incidence of arrests for robbery and aggravated assault among juvenile offenders as 
opposed to arrests for murder/nonnegligent manslaughter and rape. 

Finally, the UCR data provide insights into two other important demographic 
dimensions of the distribution and frequency of the seven index crimes among juvenile 
offenders: race and sex. In terms of the factor of race, Strasburg (1978) points out 
that according to the 1975 UCR report, blacks represented 4 percent of the total 
population under 18 years of age, but they accounted for 22 percent of all juvenile 
arrests and 52 percent of juvenile arrests for violence. In the latter category this 
included 56 percent of all juvenile arrests for homicide; 51 percent of all juvenile 
arrests for rape; 63 percent of all juvenile arrests for robbery; and 40 percent of all 
juvenile arrests for aggravated assault. This overrepresentation of arrests of black 
youths for crimes of violence is illustrated by Figure 3, comparing arrest rates for 
violent crimes committed by white and black youths under the age of 18 years. 

In discussing the geographical distribution of serious crime among juvenile 
offenders, Zimring (1978a: 38) also touches briefly upon the issue of race. 

. 
Serious youth crime occurs more often in cities than 

nonurban areas, involves boys far more frequently than girls, 
and is concentrated pppticularly for offenses of violence-among 
low-social-status, ghe', o-dwelling urban youth. The self-report 
stUdies convey the impression that youth crime is an adolescent 
cultural universal, but FBI-collected police statistics indicate 
that serious youth crime is concentrated among urban minority 
group males and that the more serious the crime the more 
pronounced the pattern of concentration. 

The overrepresentation of minority youth among arrestees may, of course, result 
at least in part from the fact of the concentration of serious crime in large urban 
area.')-the same areas in which minority youth tend to be concentrated. The roles of 
these two sorts of variables in the generation of youth crime rates may well be 
inextricably confounded. Thus, Zimring (1978a) demonstrates in the following table 
the concentration of serious crime in large urban areas. 
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TABLE 2 

SERIOUS CRIME BY CITY SIZE, U.S. Z 1975, BY TYPE OF CRIME 

(Arrests per 100,000) 

2500,000+ All Other Ratio of 
CitX Size Areas Cit~/Other 

Homicide 21.3 6.7 3.2 

Rape 55.5 19.9 2.8 

Aggravated Assault 369.0 ' 187.0 2.1 

Robbery 678.0 110.0 6.2 

Burglary 2,368.0 1,344.0 1.8 

Larceny 3,612.0 2,690.0 1.3 

Auto Theft 1,015.0 342.0 3.0 

Another important comment regarding the importance and future role of race 
and urban-related factors in shaping the serious juvenile offender population comes 
from Strasburg (1978: 182): 

••• in spite of the general decline in birthrates in the U.S., that 
group which produces the largest number of violent delinquents, 
minority-gToup males living in lower-class or slum neighbor
hoods of large urban centers, will continue to increase in 
numbers. • •• the number of all males aged 15 through 20 years 
will be down about 17% in 1990 from a peak in 1975, but urban 
nonwhite males in the same age range will increase in number 
by about 3%. 

One possible scenario arising from these population trends might be a smaller volume 
of total youth crime in the future with a sharp drop in index crimes agaifllSt property 
but a much less substantial decline in the various index crimes against per'sons. Inner
city neighborhoods would probably experience further increases in violent crimes 
against persons during this period. 

Serious youth crime, as defined in terms of severity by the seven index crimes 
against persons and property, has not until recently been an active arena of misconduct 
for female jl,wenile offenders. Certainly, juvenile violence has long been a 
predominantly masculine phenomenon. This fact has been clearly documented by UCR 
data over the past several decades. However, during the past several years arrests of 

. 

FIGURE 2 

UCR ARREST RATES FOR ALL VIOLENT CRIMES BY AGE: 
UNDER 18; 17-15; 14 YEARS OLD AND UNDER (1960-77) 
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*1962 figures for arrests were not available by age group. 

Sources: U.S. Department of Justice, FBI, Uniform Crime Reports, 1960-1977; 
U.S. Department of Commerce, Bureau of the Census, Current Popu
lation Repoi'ts, Series P-25. 
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UCR ARREST RATES FOR ALL VIOLENT CRIMES BY RACE: 
WHITES AND BLACKS UNDER 18 YEARS OLD 
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female juvenile offenders for serious crimes have increased at a faster rate than 
arrests for males. Part of this abrupt, detected shift may simply reflect statistical 
distortion. 

In trying to summarize briefly the main findings derived from analyses of UCR 
data with regard to the serious juvenile offender, McDermott and Joppich (1980: 21) 
made the following succinct points: 

In sum, the UCR arrest data illustrate three important 
factors about serious juvenile offending. First, in terms of the 
ages at which arrests for various crimes peak, serious crime is 
clearly a phenomenon of older teenagers and young adults. 
Second, juveniles are rarely arrested for the most serious index 
crimes: murder and rape. Third, juveniles make up a 
substantial proportion of the offenders arrested for burglary, 
larceny, motor vehicle theft, and robbery. 

With reference to some of the other probable demographic characteristics of this 
population Hudson and Mack (1977: 270), in discussing the lack of definitional precision 
in many studies of serious juvenile offender, provide an excellent sense of this segment 
of the wider delinquent population when they suggest "that the relative proportion of 
serious juvenile--aged offenders in different jurisdictions is quite small, and is 
composed predominantly of males at the upper limits of juvenile court jurisdiction, 
from inner city areas, and disproportionately of minority group youth." 

Cohort Studies 

In addition to the UCRs, the other principal source of informa.tion on the serious 
juvenile offender is a small set of cohort stUdies produced in this country over the past 
ten years. The recent attention focused on the serious juvenile offender as a distinct 
and separate group can be traced in large part to the publication of the Philadelphia 
cohort study by Wolfgang, Figlio, and Sellin in 1972. The youth cohort selected for 
study consisted of all boys born in 1945 who lived in Philadelphia at least between their 
10th and 18th birthdays. This work, Delinquency in a Birth Cohort, was among the 
first to distinguish from the larger problem of delinquency the special threat posed to 
the community by a smaller group of "chronic offenders." 

The group of chronic recidivists identified by Wolfgang et ale constituted only 
6.3 percent of the entire cohort and 18 percent of those in the cohort adjudicated for 
delinquent behavior, but were responsible for a disproportionate amount (51.9 percent) 
of the cohort's delinquent acts. In addition, this small number of chronic offenders 
were responsible for 61 percent of all violent crime committed by the entire cohort. 
The Wolfgang group also found that among the chronic offenders, ~rimes committed by 
those in the lower range of the socioeconomic status scale (SES) scored much higher in 
seriousness, as measured by the Sellin-Wolfgang Scale, than those committed by 
chronic offenders at the higher SES levels. Somewhat startling was the fact that 
among the chronic offenders who were involved in violent crime nonwhites committed 
100 percent of the murders, 90.6 percent of the rape, 82.6 percent of the robberies, 
and 87.5 percent of the aggravated assaults. 
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In a more recent study conducted in Columbus, Ohio, by Hamparian et ale (1978) 
additional information was collected and analy~ed concerning violent crimes com
mitted by a youth cohort of juvenile offenders born in Columbus between 1956 and 
1960 and arrested for at least one violent offense. 

Among the findings of this study were those to the effect that males arrested for 
violence outnumbered females by almost six to one (84.3 percent to 15.7 percent), 
blacks were overrepresented by four times their proportion of the general youth 
population, offenders tended strongly to come from homes with income le~s ,than the 
county median, and a considerable number of youths (12.2 percent) had sIblings who 
were also part of the cohort. Black youths were more frequently robbers, both armed 
and unarmed, while white youths were arrested a little more often for assaults, rape, 
and sexual imposition. The vast majority of youths (83.5 p~rcent) who we:~ arrested 
for a violent crime were arrested only once on a charge of vIolence. In addItion, those 
youths who were arrested more than once for a violent crime were not spe~ialists, in 
that second arrests for violence were seldom for the same offense as the fIrst. Only 
3.8 percent of the cohort were arrested for violent acts on three or more occasions. ~t 
should be noted at this point that out of a total of 985 arrests o.f me~bers of ~lS 
cohort for violent misconduct, 270 (27.4 percent) were for major crImes agamst 
persons: murder/nonnegligent manslaughter, rape and sexual imposition,,, arr:ned 
robbery, aggravated robbery, and aggravated assault. In contrast to these serIOUS 
violent crimes," the majority of arrests for "violent" offenses were for lesser charges 
such as assault and battery. 

In this cohort violent girls were significantly different from their male counter
parts. The overwh~lming majority (73.3 percent) of the 135 gi,rls arreste.d for viol~nt 
crime were arrested for assault and battery, as compared wIth not qUIte one-thIrd 
(32.6 percent) of the boys. The notion that delinquent girls are increasingly engaged in 
forms of serious criminality previously limited to delinquent males was not borne out 
in the study. Only 13 percent of the females in the cohort become chronic offenders, 
while 34 percent of the males qualified for this designation. 

Summarizing the broader demographics of this violent youthful offender cohort, 
Hamparian et ale noted that the population was p:edomi!lantly male, blac~, and of a 
lower socioeconomic status. They suggest that thIS profile of youngsters In a cohort 
defined principally by at least one arrest for violent misconduct is consistent with that 
in nearly every recent study of seriously delinquent juveniles in this country. 

Strasburg (1978) reports a third cohort study providing s~me insight i?to the 
delinquent population. This study undertaken by the Vera Institute of ~ustI?e was 
based on a sample of delinquency petitions filed in 1974 in three jurisdictions In New 
York State: Mercer County, Westchester County, and New York County, (Manha~"'Qn). 
Among the findings was the f~ct that only a ,sma~l ~umber, of chr~m~ally vIolent 
juvenile offenders were present In the cohort; thIS COInCIdes wIth the fmdIngs of other 
cohort studies. Other observed facts included (1) when committing a violent act, a 
delinquent is more likely to do so in company with at least o~e ot~er juvenile, (2~ ol~er 
juveniles tend to be more seriously violent than the youn~er Juvemles, and (~).mInOrity 
youths (especially black youths) tend to be both more delmquent and more vIolent than 
white youths. 
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In regard to the racial factor, the overall arrest rate of black juveniles for 
violent crimes was seven times as high as the white rate, with the black rate for 
robbery surpassing the white rate by a ratio of 11 to 1. However, extreme overrepre
sentation of black youths in crimes of violence occurred in only one of the jurisdic
tions, Manhattan. In contrast, black youths were underrepresented in crimes of 
violence in Westchester County. This geographic variation in the association between 
race and violence suggests that some other factor (or factors) in the environment, 
linked to race through circumstance, contributes to the violence of these youngsters. 
One powerful candidate, of course, is socioeconomic status. As had earlier been 
discovered in the Philadelphia cohort study, the Vera Institute researchers demon
strated that both on the basis of the seriousness of offenses and average seriousness 
per offense, lower-class delinquents had a higher mean score than middle-class 
delinquents. 

In pointing out some of the major findings of these cohort stUdies as a ~."" IP, one 
finds, for the most part, confirmation and reinforcement of many of the cOL,Jusions 
reached earlier in discussing the UCR data and analyses. However, the cohort 
research does provide some insight into the nature and role of repetitive criminal 
behavior in defining the serious juvenile offender. Although most juvenile offenders 
are not chronic, those who are chronically delinquent are responsible for dispro
portionate amounts of youth crime. Yet, even when juvenile offenders do establish 
patterns of chronic misconduct, this fact does not necessarily qualify them for inclu
sion in the category of the serious juvenile offender. As we suggested earlic.-:r and as 
McDermott and Joppich (1980: 32) insight fully observed, 

• • • chronicity is not usually the sole criterion for identifying 
which juvenile offenders are serious juvenile offenders. Some 
chronic juvenile offenders may have offense histories of only 
minor assaults and petty thefts. Thus, it is necessary to con
sider the qualitative dimensions, or patterns of crime-mix, in 
the offense histories of chronic offenders. When that is done, it 
is apparent that a substantial proportion of the chronic juvenile 
offenders cannot be considered serious juvenile offenders. 
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CHAPTER II 

METHODOLOGY 

SITE SELECTION 

Given the basic purpose of the study, the limitations in funding, and the time 
constraints, we decided at the outset to seek a nonprobability, purposive sample of 
twelve programs. We wanted this sample to reflect as wide ranging a set of 
community-based, serious juvenile offender programs as we could locate. We began 
our program search by contacting the designated youth planner or juvenile justice 
specialist in each of the fifty State Planning Agencies (SPAs) throughout the U.S. 
These youth planners/juvenile justice specialists were asked to suggest programs which 
they believed offered promising, commendable, or innovative approaches to handling 
serious juvenile offenders. Approximately twenty-five candidate programs were 
identified through this procedure. Additional serious offender programs were 
identified through published literature, federal agencies, private research organiza
tions, and the Assessment Center's own collection of fugitive literature. 

Based upon this program search, we discovered that only a few states were 
pushing forward with the development of community-based alternatives for serious 
juvenile offenders. Preliminary screening had already revealed that some of the 
initially identified programs were either not dealing with a "serious offender" popu
lation (in terms of our two key indicators: severity of the presenting offense or 
chronicity of unlawful behavior) or were, in fact, institution-based, secure facilities 
unlikely to yield meaningful observations on the nature of community-based alterna
tives. 

Each program still remaining in our sample was then profiled according to four
teen distinct characteristics which we felt would be critical in our subsequent descrip
tion and analysis of the twelve selected programs. These characteristics were: 

1. residential/nonresidential 
2. area served 
3. auspice 
4. date of program origination 
5. intake criteria and the reasons for referral of currently serviced clients 
6. current clients' demographic information 
7. average length of stay 
8. sources of referral 
9. definition of "serious" 

10. program goals and conception of what the program is an alternative to 
11. services provided 
12. method of treatment and clinical techniques stressed 
13. kind of follow-up and aftercare provided 
14. staff makeup 

We decided to exclude programs not engaged in direct service provision as distinct 
from service brokerage and case management in order to obtain a purposive sample 
consisting of primary seryice providers. 
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Once the twelve potential site-visit programs were selected, Assessment Center 
staff contacted them to verify the information we had already collected. At this time 
e~ch program was asked if a site visit by our research team would be welcomed: 
WIthout exception, the programs agreed to participate in the study. Arrangements 
wel'e then made for our visits. Eventually, one of the six residential programs was 
dropped from the sample when it became apparent during our visit that it was almost 
entirely.devoid of any func.tioning programmatic components, possessed few, if any, 
?o~mu~llty-based characterIstics, and closely resembled, in fact, a closed correctional 
ms~t~tlOn. . C?nsequently, our final sample consisted of eleven programs which 
exhIbIted th.e w~dest. r~nge of programmatic possibilities across the key characteristics 
~e had earlier IdentifIed •. Tables 3 and 4 summarize the programs' locations and sizes 
(m terms of number of clients) as well as the clients' average age age range sex and 
racial/ethnic background. . " , 

Between May and November of 1980, our three-person research team traveled 
more than 16,00~ miles across the country. Among the residential programs we visited 
the number of clients ranged from 4 to 40, the average age extended from 13.8 to 16.3 
y~ars, staff size varied from 2 to 18, and direct supervision was maintained over 
clients from 3.7 to 18 months. The per diem costs in these five programs ranged from 
a low of $23 to a. high of $80. Among the nonresidential programs we visited the 
number of clients ranged from 11 to 31, the average age extended from 14.1 to 16.3 
y~ars, staff size varied from 5 to 27, and direct supervision was maintained over 
clients from 4.8 to 12 months. The per diem costs in these six nonresidential programs 
ranged from a low of $7 to a high of $43. 

INSTRUMENTATION 

The data we gathered at each program was obtained during a three-day site visit. 
Four sets ?f questionnaires were designed and administered at every program site to 
program dIrectors, key staff dealing directly with clients, clients themselves and a 
court or correctional agency representative knowledgeable about the local j~venile 
justice system. Separate versions were prepared for both the residential and 
nonresid~ntial formats. The director questionnaire queried policy and operational 
matters m such areas as referral, admission criteria, intake~ client assessment staff
ing, and funding. The staff questionnaire focused on procedures used in practide such 
as j~~ responsibilities; program activities; community relations; degree of contact with 
famIlies, peer group, and schools; views on handling clients; conceptions of program 
goals; etc. The client questionnaire was designed to document youths' perceptions of 
the. kinds o~ program activities in which they were involved, to discover what they 
be~eved. theIr I?roblems were, to have them describe their interactions with staff, and 
to Ide.ntify theIr sens~ of the extent to which sources of support from the community 
~ere mvolved. The client data are not <:ronsidered separately in this monograph but are 
mcol'porated into the overall discussion of program services and components. The 
overview questionnaire concerned options available to police, courts, and corrections 
~ processing juvenile. offenders, h.0w the local juvenile justice system was structured 
~ ter.ms of the exerCIse of authorIty over delinquent youngsters, and how the "serious 
Juvenile offender" was legally and/or customarily defined in the local jurisdiction. 

.. -----------------------------------"-------~~-~-------'.'w. 



r 
1 

TABLE 3 

CLIENT DEMOGRAPHICS: NONRESIDENTIAL PROGRAMS 

Total 
Numbers Sex 

of Age Average 
Name Location Clients Range Age M 

Key Tracking Plus Springfield, Mass. 11 15-17 15.9 11 

Katahdin: A Workshop for 
Youth Minneapolis, Minn. 13 12-17 15.2 10 

Copper Mountain Adolescent 
Day Treatment Center Murray, Utah 14 14-18 16.3 13 

Project Yision New Haven, Conn. 28 12-16 14.1 27 

Transitional Center Gretna, La. 31 13-17 15.2 28 

Viable Alternatives to 
Institutionalization St. Petersburg, Fla. NA 13-18 15.8 NA 
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TABLE 4 

CLIENT DEMOGRAPHICS: RESIDENTIAL PROGRAMS 

Total 
Numbers Sex 

of Age Average 
Name Location Clients Range Age M 

Esperanza Para Manana Salt Lake City, Utah 4 11-15 13.8 4 

Port Boys Group Home Rochester, Minn. 7 13-16 14.3 7 

Alternative Rehabilitation 
Communities, Inc. Harrisburg, Pa. 10 15-18 16.3 10 

Florida Keys Marine 
Institute Key West, Fla. 18 14-17 15.6 18 

Vindicate Society Newark, N.J. 40 14-17 16 40 
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CHAPTER III 

APPROACHES AND TECHNIQUES FOR INTERVENTION 
STRATEGIES WITH SERIOUS JUVENILE OFFENDERS: 
AN OVERVIEW OF SELECTED LITERATURE 

Empey (1978) has astutely observed that th~ way soci.ety reacts to delinquent 
behavior both reflects and influences our explanations of delinquency, our assessment 
of its gravity, and the degree to which we treat delinq.uent children .differently ~han we 
do adults. The assumptions which lay behind varIOUS explanatIons for delinqu~nt 
behavior (e.g., inborn tendencies, a rational response, socialization) largely determme 
the ways we attempt to prevent, control, and remedy it. Th~ c0!1fo~ding fa.cto: of 
the juvenile justice system's attempts (in the form of retrIbutIon, mCB:p~CltatI?n, 
deterrence rehabilitation and reintegration) to simultaneously pursue poliCIes WhIch 
both logically and practic~lly appear to many to be !ncompatible !urther comI?licates 
our attempts to seek answers to a seemingly endless litany of questions concermng how 
we can most effectively and acceptably intervene with serious juvenile offenders. 

Our entry point into the topic will be through a review of some of the more 
recently proposed frameworks and typologies. Our .sear~h is for. a': ••• conceptual 
framework within which practitioners can develop mtelligent crIterIa to allow for 
evaluation of the countless modes of treatment and strategies of intervention for the 
purpose of choosing the particular combination of help that best fits the client's 
problems" (Whittaker 1974: 50). Our desire is not to arrive at oversimplified general
izations. It is, rather, to extract those factors and conditions which best describe what 
the critical ingredients might be and how they can be juxtaposed to best develop and 
implement a program~ 

CATEGORIES OF INTERVENTION STRATEGIES: THE MANN STUDY 

There are a number of well-known books and articles which discuss tr~atment 
modalities and programs for more serious juvenile offende:s. A number of ot~er 
publications are not specifically directed toward this population per se but do prOVIde 
valuable insights on various approaches to intervention and treatment. One of the 
earlier efforts is Dale Mann's Intervening with Convicted Serious Juvenile Offenders 
(1976). 

In this study, Mann defined serious juvenile offenses as nonneglig~~t homicide, 
armed robbery, aggravated assault, forcible rape, and arson. ~hrOl:llClty 'fias .not 
incorporated into his definition. Among all the programs he could IdentIfy natIonwIde, 
not one concentrated specifically on serious offenders. Therefore, he had to settle on 
programs with as high a proportion of such offenders as could be located •. ~ven so, the 
number of qualifying offenders included in the programs Mann studlea was few, 
apparently because of the small number of youths actually falling into this category, 
low public tolerance for expensive or extensive programs for this group, and, most 
important, lack of agreed-upon treatment-related behavioral characteristics common 
to serious juvenile offenders. 

.-
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Regarding this last point, in a recent article on serious offenders Taylor 
(1980: 32) notes that differences in causation can generate similar overt behaviors and 
therefore stilI require specialized and individualized forms of treatment: 

A child who sets fires because he is stimulating himself to 
compensate for severe emotional impoverishment and under
stimulation will need a program which supplies emotional 
nourishment and rechannelling of aggressive drives through 
work and play activities; a child who sets fires because he is 
~gry with his father for being overcontrolllng and unavailable 
wlll need a program which strives for family restructuring. 

Mann ~o suggests th~t eve~ if ther~ were common treatment requirements, an undif
fe.rentIated prog~am (I.e:, WIth a mIxed population in terms of offense types) might 
s~ll. b~ I?refere~tial by vI~tue of it.s ability to reduce a deviationo-amplifying process by 
mmlmIzmg pOSSIble negative labeling effects and by allowing functional peer teaching 
and ro~e modeling. Taylor, in essence, provides further support for such a mix when 
she pomts out, as does Mann, that confounding the proper selection of clients suitable 
for particUlar kinds of treatment are children who exPress the same basic conflicts 
through the exercise of very different problem behaviors. For example: 

although both of two children are responding to feelings of loss 
and ab~donment, one may express that feeling by aggressively 
assaulting a teacher, the other by passively stealing hubcaps in 
the company of his peers; would it not make more sense to 
pl~ce .both children in a group designed to focus on feelings of 
rejection, rather than to put one child in a behavior modifica
tion group, the other in a transactional analysis group? 
(1980: 32) . 

The Mann study found limited success with some offenders within each treatment 
approach studied but encountered no evidence to support the contention that any single 
treatment modality was effective for all serious juvenile offenders. In addition he 
fO?l1d that man~ programs ~id not maintain offense profiles on their past or pre~ent 
Clients; some did not momtor for outcomes following termination. In short, he 
conc~udes 1?at "the data ~dequate to support finely grained judgements about the 
relative effIcacy of the varIOUS treatment modalities do not exist" (1976: viii). 

Four !D~in treatment types are identified by Mann. The first is intervention 
based on climcal psychology and psychiatry. This type is further subdivided into four 
categories: 

1) psychotherapy, including psychoanalytic methods, transactional analysis, 
and gestalt therapy (i.e., an emphasis on motivations and feelings) on a 
group or individual basis; 

2) behavioralistic, including behavioral modification with its emphasis on 
changing behavior directly without going into psychodynamics and the 
application of behavioral principles; , 

3) that primarily concerned with the treatment of physiological factors, 
thought to be criminogenic; and 
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4) eclectic, in which numerous causes are considered to be associated- with 
violence and thus lead to treatment approaches not clearly encompassed by 
one category. 

Mann points out that, while clear theoretical differ'ences exist among the various 
schools of practitioners, these differences are generally not reflected in practice. 
Behavioral modification was often used as an adjunct to psychotherapy. Techniques 
were freely borrowed across theoretical lines, and the components of a good trea.tment 
program were generally conceded to include health services, counseling or psycho
therapy of some sort, education, family counseling, arts and crafts, and recreation. 
Outpatients may additionally require housing, remedial education, job training and 
placement, and financial aid. 

Mann's second major treatment type consists of intervention based on sociology 
and social work. Both of these disciplines tend to emphasize use of the social environ
ment, group intervention techniques, and the peer group. Whether located in an 
institution or the community, particular programs in this category may emphasize to 
varying degrees a number of specific techniques or general approaches, including 
guided group interaction, positive peer culture, behavioristic management, milieu 
therapy, shared decision making, reality therapy, and case management. 

A third type of treatment is that emphasizing educationally based progr'ams. 
These rest upon the observation that many serious offenders have shared the common 
experience of school failure and the subsequent blockage of social and vQcational 
advancement. Features likely to be incorporated into approaches to this problem 
include small group instruction, team teaching, and individually j?rescribed instruction. 

A final, fourth treatment type is vocational edu~ation. These programs attempt 
to providE:l the means for achieving access to legitimate job opportunities and to 
reinforce 'the idea of acquiring and maintaining a career. Given a particular level of 
cognitive skills and proper affective functioning (e.g., adequate self-imetge), vocational 
education for offenders involves job-seeking and interviewing techniques, career 
exploration, skill training, close communicfltion between the job and the training 
agency or referral source, and follow-up and support services following placement. 

Although Mann observes that the practitioners tended to use whatever they 
believed worked, regardless of what they were trained in or even what their grant 
proposal promised, he does I1i:>te certain features common to the "people-changing 
endeavor" seemingly associatE~d with successful practice irrespective of treatment 
modality. 

1) Client choice. Thle ideal is to maximize choice about whether to enter a 
program, which program, and for how long. This is based on the idea that 
there is little likelihood of successful and authentic behavioral change 
under compulsory participation. (It should be pointed out, however, that 
some choices sU(!h as that between incarceration and an alternative pro
gram may prove illusory, and that the range of choices may be limited.) 

2) Participation. Investment in or ownership of a program is believed to 
engender an individual's acceptance of a new behavior. Investing personal 
resources is likely to increase commitment and enhance the chances of 
success. 

3) 

4) 
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Learning theory. Desirable practi b r 
clear task assignments and cles e leved to promote learning include 
responsible, fair, consistent an~a~~ug~t~u/~e~ue~t successes; modeling 
tures which are significant and t' e aVlOr; clear reward struc
realistically accomplishableo and icon mgent ~n, relB:ted tasks that are 
the postprogram setting.' ntegrated trammg sItuations resembling 

~se of a wide range of techni ues. N ' , , 
highly imprecise, Mann sugge;ts dr ?tin1 that prescrIbmg treatment is 
techniques. They can be implement ~wmg rom many different sorts of 
for individually tailored service f:r ~f~current,ly or ,seriall~. This allows 
among ,techniques, use of other meth erent Juvemles, trIal and error 
approprIate or useful and staff 0 ,ods when, one no longer seems 
which might reduce "burnout_" pportumty to acqUIre a repertoire of skills 

5) Heuristic management The best 
solVing, trial-and-error ·attitude to ~~~g~~~Sin~~7a~i~~s~0 take a problem-

Man suggests that effective pro ram ' , 
treatm,ent alternatives with more doc g ml~g also reqU1re~ 1) supporting various 
?cc~rrmg experiments, and 2) consider ~mentatIon of ,effects In the many naturall 
Justice system (e.g., restricting th~tlO:o~;t~~bstantIal reforms in ?ther parts of th~ 
guarantees, and reducing discretion). overreach, expandmg due process 

STRASBURG'S FRAMEWORK 

Drawing a parallel with the treatm f 
that in the absence of specifj~ knowl d ent~ cancer, Strasburg (1978: 130) explains 
treatment tends largely to br. .. ' e, ge o~t the causes of violence (or cancer) 
rrdisor~ersll are borrowed and Th~~:g:~~ltit:rat IS, techniques used in treating simila; 
to? Will draw on a medical analo to e or no apparent ~ffect are discarded. We 
POInt. , Some medications have pro~n ve::;a!:f a t~om:what d~fferent, though related, 
of ~hICh are not wholely understood. Moreo~c IV~ m treat~ng a problem the causes 
pre?Isely how a particular medication k . 't ,er, In some Insta?CeS no one is sure 
as IS true with many medications th:~r w~i/ I~ onil known that It wiil help. Finally, 
Some people will have adverse rea'ctions and ~~ affect everybody in the same way. 
effect. The point we wish to mak ' th SI e e ects; for others there may be no 
nece~saril be a re uisite to findi ~ ilS at ~ full ~nowledge of causes may not 
ameli,orate a problem. It is primar'! ~terve?tIon WhICh can be used successfull to 
theorIes of causation and theories O/:h or tJ:tIS, reason that the distinction between 
kno~ledge of cause is unimportant to tre~~: I~ l~~~~ant. Some argue not only that 
get In the way of treatment and tn, u at such knowledge may, at best 
difficult to treat. It may ~ell be ath:o~se, may make the client's problems mor~ 
t:eatment must rest on understandin ase, ?f co~rse, that the degree to which 
tI<:ular, PSychological attributes or otge~f c ca~sa~I°aln WIll yary ~ith differences in par
thIS pomt shortly. on ex u conSIderatIons. We will return to 

, Strasburg presents a review of som f 
HIS, framework rests on a different set e o~ the mos~ common treatment modalities. 
reVIew, we Supplement it with ad ' , a,ssumptlOns than does Mann's. In this 
(1965), and Whittaker (1974). ditIonal POInts taken from Haley (1980), Glasser 

u,,,..,., _______ ..-______ • ______________________________ ~ ,~ ____________ '*~_'_. _______ . 
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Strasburg first describes three general psychiatric categories of delinquents 
committing or attempting such acts as homicide, forcible rape (or sodomy), robbery, 
and assault. :t:sychotic delinquents, numerically the smallest of the three groups, are 
youths with a marked degree of disorganization of mental processes (schizophrenia 
being the most common). Disturbed delinquents include those who either commit or 
attempt frequent or serious violent acts (i.e., homicide, forcible rape, robbery with a 
weapon or victim injury committed, and assault where the victim requires a doctor's 
treatment) but who are not psychotic. While this category is larger than that 
composed of psychotics, it is still relatively small. It includes antisocial psychopathic 
personalities or any of the interchangeable labels for this group: sociopath, character 
disorder, lintisocial personality, etc. Such psychopaths are technically neither 
psychotic nor neurotic. 

Finally in Strasburg's framework, there is the largest numerical category of 
juveniles who occasionally commit violent acts but who are not seriously disturbed. 
These offenders are variously labeled as manifesting "adjustment reaction," "acting
out," "unsocialized aggressive reaction," etc. Strasburg notes that some authorities 
report that this third group may include youngsters wjth neurotic character disorders 
who are either "sociosyntonic" (i.e., offenders with no appreciable defects of impulse 
control but whose cultural status, environment, and social milieu enable or influence 
them to engage in antisocial, assaultive activity expressing their inner neurotic con
flicts), or "impulsive," with brittle ego defenses and likely to react assaultively when 
their defenses are threatened. 

Strasburg notes that, regardless of classification, certain characteristics fre
quently appear in psychiatric descriptions of violent delinquents: repressed feelings of 
rage, low self-esteem, inability to form bonds or empathize with others, low impulse 
control, low frustration thresholds, and difficulty in communicating verbally. Refer
ring to environmental influences and situational pressures as triggering the expression 
of violence in most cases, Strasburg (1978: 70-71) concludes "the psychology of 
violence appears to involve a complex interaction between internal impulses and 
controls, on the one hand, and external factors on the other." 

According to Strasburg, the most common model for many intervention tech
niques remains the treatment of psychiatric disorders, in spite of the rarity of its 
demonstrated success in dealing with adolescent violence. Psychiatric treatment must 
contend with the impediment of the "normal insanity" of adolescence, characterized by 
emotional turmoil, impulsivity, fluctuating identity, and limited capacity for intro
spection and self-appraisal. These factors clearly place one-to-one psychotherapeutic 
treatment on precarious grounds at the outset. Moreover, the personality disorders 
most often found in violent adolescents (Strasburg's third and numerically largest 
category) are neither grounded in clinically detectable mental illness, nor are they 
perceived by the youngsters as a problem. In addition, much of the destructive and 
antisocial behavior comprising the second and numerically smaller category (i.e., 
psychopathic) is not amenable to the standard techniques of psychiatric intervention. 
Consequently, Strasburg suggests three limited but vital functions psychiatrists and 
psychotherapists can play: 1) assessment and diagnosis, 2) treatment of the mentally 
ill, and 3) providers of psychotherapy in cases in which antisocial impulses are under 
control, other basic needs are met, and youngsters are, in fact, suitable for such 
demanding treatment. 
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Various forms of individual psychotherapy, according to Whittaker (1974), draw 
from an eclectic theory base. Many, though not classically psychoanalytic in nature 
still rely heavily on a psychoanalytic framework. But, precisely because of the present 
t:emendously wide range of associated methods and individual therapies, and the 
rIchness of the theory, problems arise when it comes to definitive evaluation. There 
ar,e numerous ways to explain behavior, and operational definitions for inner person
ality ,states are not easily derived. Heavy reliance on insight, causality, and latent 
meamngs can result in an excessively time-consuming process and require a high 
degree of intelligence, and verbal ability on the part of the client. In addition, psycho
~herapy has ?een conSIdered by many to so overly emphasize individual change that the 
mescapable mference all too frequently drawn is that the client must be "sick." Thus 
at~en~ion is all ~oo readil~ and too frequently withdrawn from handicapping 0; 
crIpplIng factors m the SOCIocultural environment-factors that may be both more 
criminogenic and more accessible to change than is the client's personality structure. 

As a response to these kinds of limitations, numerous other strategies have 
evolved. Some remain basically psychodynamic, though discarding particular tenets 
(e.g., Gestalt psychology snubs the illness/medical model to focus on the here-and-now 
while still relying on dream and fantasy interpretation and reflection), and others 
entirely reject the importance of any unconscious conflicts or reasons for them. 
William Glasser (1965), the creator of reality therapy, believes, for example, that all 
people obviously have reasons of which they are unaware for behaving as they do. 
Nonetheless, he claims that in therapy (rather than research) knowledge of cause has 
no relevance, and recourse to unconscious motivations can only serve as a means for 
clients to evade personal responsibility: 

Emphasis upon the unconscious sidetracks the main issue of the 
patient's irresponsibility and gives him another exuse to avoid 
facing reality. We cannot emphasize enough that delving into a 
man's unconscious mind is detrimental to therapy (1965: 53). 

In, ~uch the, s~me vein, H~ey (1980: 1), the widely acknowledged authority and 
theoretICIan-practItlOner of famIly therapy, has written that how an individual is 
evaluated (e.g., schizophrenic, depressive, acting-out) may have importance for those 
interested in devising differential diagnostic systems and in conducting research but 
"for the clinician, the differences are largely irrelevant, unless the dia~osis 
determines a special way of dOing therapy (which certainly has not been so in the 
past).~' Hale¥ goes on ~o say that th~ "metaphoric function" (i.e., exploring multiple 
meanmgs or mterpretatlOns for behaVIor and feelings), while valuable for research is 
likely to antagonize key participants, impede change, and encourage the Shifting' of 
responsibility to other people or circumstances. Haley, like Glasser, advocates that 
the th~rapist take a forceful, highly directive, and structured role, 2) acknowledge that 
the clIent and perhaps others as well are behaving irresponsibly, 3) focus on the 
problem person and his behavior, not on family relations, 4) ignore, not explore the 
past and past causes of problems, and 5) ignore and minimize conflict between parents 
or among other family members. 

We wish here to stress the fact that there are literally countless variations in 
ways to perform various modes (i.e., individual, group, and family) of counseling or 
therapy. It remains essential that discussions about the different therapeutic 
approaches or strategies used in ongoing programmatic efforts describe their use as 
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they are actually reflected in practice, not as they ma~ be ideally en~isioned or even 
spelled out in grant proposals. If a number of dIfferent techmques are used 
concurrently with a particular client, this ne~ds to be car~fully spelled out and re
corded. If trial-and-error switching among varIOUS methods IS practIced, then we need 
to know this. While the pure application of a particular theoretical approach m~y 
occur in some programs, there are sure to be many others which typically respond m 
more individually tailored ways. It is important to move away from pat labels and 
toward the use of specific and concrete descriptions of what actually takes. place and 
how it takes place. There are discernible differences between programs WhICh <:an be 
identified and described, though it will not always be t~e case tha~ any partIc~~r 
component (e.g •• counseling) will be either highly differentiated accordmg to ~ spec~flC 
theory or knowledge base, or that the strategies will repres~~t onl?" one ~rIen~a~lOn. 
Techniques utilized may not even be linked by staff and admimstration to Identifla~le 
schools of thought in which some professionals may be highly trained and about WhICh 
they tend to talk. 

GROUP THERAPY 

Strasburg describes selected group-based techniques, commenting that while the 
objectives of some are to produce insight or the understanding of causes, others are 
used to directly alter behavior. He begins with the lIu~brella .co~cept" ?f group 
therapy, a term referring to a variety of techniques e~ploymg perIodIc me.etmgs of a 
fixed group of peers, nearly always guided by profeSSIonal or paraprof~sslOnal s~aff. 
Goals may include coming to grips with internal conflict, venting emotions, 
understanding how behavior affects others and ~ind~rs the develop~ent of close 
personal attachments, and/or impulse control. ObjectIves are of~en mIxed, alth?~gh 
development of self-awareness and internal controls or more straIghtforward trammg 
to improve behavior may be emphasized. 

Guided Group Interaction (GGI) is a somewhat more specifically delineated type 
of group therapy used in a number of well-known juvenile correctional progra~s (e.g., 
Highfields in New Jersey, Silverlake in Los Angeles, the Provo ExperIment m Utah, 
Red Wing Juvenile Correctional Institution in Minnesota, etc.). It is a method 
originally developed after World War IT for work with recalcitrant prisoners in army 
disciplinary barracks. According to Whittaker (1979: 67-71), a GGI group leader 
alternately supports, confronts, interprets, and summarizes, but the peer group serves 
as the primary vehicle for change. The group meets daily an~ is typic!ll!y compose? of 
seven to eleven adolescent members, all facing each other m a semICIrcle. SeSSIons 
begin by each member reporting their problems. Individual problems are considered 
group problems and the leader forces the group to develop soluti?ns. "Co~ning" or 
refusing to accept responsibility for one's actions, and other negative behaVlor~ (e.g., 
running away, physical aggression) are punished by t~e .~oup. The group IS a!Bo 
involved in making decisions on rewards or progress for mdividual members. Followmg 
problem solving, the leader summarizes, recapitulates, and defines the effort. 
Whittaker reports that GGI is less effective with the young~r troubled child wh~ tends 
to be less dependent on the peer group, and with psychotic or severely emotionally 
disturbed juveniles. 

1 
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BEHAVIOR MODIFICATION 

Behavioral modification, as employed in corrections, involves the provision of 
positive and negative reinforcements to encourage prosocial behavior and discourage 
expression of antisocial impulses. It deals quite directly and actively with visible 
behaviors, considering them the primary problem. Its basic tenets are rooted in social 
learning theory. Occupying one end of the theoretical intervention spectrum and in 
direct contrast with psychodynamic theory, behavioral approaches assume that 
behavior has been learned and therefore is susceptible to change through the use of 
learning techniques and principles. It disregalods the notion of "inner states" and 
"drives," believing observable and measurable actions constitute personality. This 
should not be tal{en to mean, however, that aspects of behavioral modification are not 
used in combination with other techniques that focus on inSight and self-awareness; 
they are, in fact, frequently so intermingled. As Strasburg points out, behavioral 
modification techniques can be found in nearly all correctional programs, but in the 
more formal and refined applications the strategies are packaged into elaborate 
systems (see, for example, Levitt et ale 1979). 

Contracts may be written detailing exactly' what behavior is 
desired and how it will be rewarded. Group roles may be highly 
stratified and regimented to permit visible movement up (or 
down) the ladder of responsibility and authority, as progress 
dictates. The basic point is to make all expectations and all 
consequences as explicit as possible (Strasburg 1978: 137). 

Whittaker (1979: 65) notes that individual behavioral programs can be difficult to 
establish, particularly those calculated to deal with complex interpersonal behaviors, 
and that the transition to the home community can pose further obstacles. Strasburg 
adds that in the opinion of one child psychoanalyst the technique appeared effective in 
bringing under control aggressive antisocial impulses, but only to a point at which a 
supportive environment may be expected to sustain changed conduct. Subsequent to 
this, additional individualized psychotherapy might usefully be applied in preparation 
for eventual autonomy. 

MILIEU THERAPY 

"Milieu therapy" is seen by some as the ultimate in group techniques. Regarding 
it as a catchall category, Strasburg identifies two common features: twenty-four hour 
residential care and reliance on intensive peer pressure. Some well-known examples 
(e.g., Synanon) have been largely self-contained, remaining rather removed from 
contact with the outside community. These so-called "therapeutic communities" differ 
widely. Whittaker (1974: 221) explains, for example, that some milieu approaches may 
stress individual psychotherapy and others rely on dealing with behavioral and 
emotional problems in a group context. Still others may use sophisticated token 
economy systems or engage in various forms of highly confrontational and abusive 
attack therapy. Not surprisingly, none is likely to admit to having a nontherapeutic 
milieu. 

While behavioral modification techniques (e.g., highly stratified organizational 
structures and systems of rewards and punishments through which residents progress) 
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are almost universally employed, milieu therapy can differ along numerous dimensions 
including: 1) nature and variety of therapy techniques, 2) amount of authority 
accorded the peer group, 3) nature of rewards and punishment, 4) formality and rigidity 
of organizational structure, 5) level of involvement by psychiatric and social work pro
fessionals, 6) degree to which autonomous functioning outside the group as contrasted 
with adjustment to the group itself, is a goal, 7) amount of contact permitted with the 
community outside the program, and 8) amount and nature of supportj"e inputs such as 
education and vocational training. In spite of these enormous di.?:erences, however, 
Strasburg considers there to be a widely shared viewpoint among people working with 
hard-core violent offenders that milieu therapy affords the best chance for success of 
all methodologies. However, he does comment that some problems or personality 
types may respond better than others, and that variation on each of the possible 
dimensions needs to be controlled for the purposes of research. 

BROADER SOCIAL SERVICE PROVISION AND 
OTHER INTERVENTION APPROACHES 

Strasburg concludes that both group therapy and individual psychotherapeutic 
techniques tend to locate the source of antisocial behavior inside the individual. 
Therefore changes are sought within the individual. In contrast, however, broader 
social service provision reflects the viewpoint that the provision of shelter or sub
stitute family care, income and jobs, and basic education and vocational training will 
best meet problems that may often be rooted in a deficient social structure. Strasburg 
observes that most of the social services probably necessary are insufficient inputs by 
themselves: 

By the time a child's life situation has deteriorated to the point 
where he or she resorts to violent antisocial behavior, it is 
reasonable to assume that the task of rehabilitation involves 
more than replacing missing material necessities. Perhaps the 
most convincing evidence of this comes from the self-report 
stUdies ••• which point out the limited correlation between 
delinquency and social class •••• At the same time, concentra
tion on psychological, moral, or spiritual reconstruction is likely 
to be wasted effort if nothing is done to improve the basic 
resources available to a child (and his or her family) for 
surviving and advancing in the real world (1978: 148). 

The existence of situational stresses pri.or to delinquent behavior, according to 
Strasburg, may partially explain why some success is achieved by so many different 
kinds of intervention. It may also explain why the temporary gains registered while in 
treatment programs are frequently lost when the youngster leaves (see, for example, 
Coates, Miller, and Ohlin 1978: 109-145). 

Finally, we would be remiss not to mention two other intervention approaches 
discussed by Strasburg: conflict resolution and restitution. Rather than assuming 
there is a deficiency in the individual or that resources are lacking, "conflict resolution 
attempts simply to create an atmosphere that produces alternatives to violent 
behavior as a solution to problems, while restitution aims to develop a more relevant, 
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equitable, and effic~ent response to crime" (1978: 153). Some already existing treat
men~ progran:ts do mcorporate aspects of these approaches in their constellation of 
serVIce offerIngs. Recently, these approaches have begun to receive much more 
attention and study (see, for example, Armstrong 1981). 

In reco~ition of the many mettlods referred to above and the complex interplay 
between envIronmental forces and an individual's behavioral emotional and cognitive 
make1:1p, ~hittaker (19~4! advoc~tes change efforts ~irecte'd at macr~ systems (i.e., 
org~!zatIons, communItIes, SOCIety) as well as mIcro systems (i.e., individuals, 
famIlies, and ~mal.! gro~ps). Moreover, an~ most important for programs pursuing goals 
conc::erned ~rImarily ~th the latter, WhIttaker espouses techniques of interpersonal 
helpIng WhICh emphaSIze both direct, face-to-face, client-worker encounters and 
indirect activities undertaken on behalf of the client. ' 

These indirect goals subsume two basic roles and include a number of functions. 
As ~dvocate~mbudsm~, Whitt;9-ker includes anything from championing civil rights to 
help~ng the .clie!lt neg?tiate yarious bureaucratic systems (e.g., obtain legal services, in 
see~lng. or Jl0ldmg a J?b, gomg to court, entering a school, procure public assistance). 
Active Involvement WIth other persons in the youngster's real world whether it be with 
~he family around. discharge planning, home visits, or progress reports or with court 
~ntake sta~f to. dISCUSS overfrequent use of secure detention, is clearly extremely 
lmportant m trYing to affect postprogram transition and adaptation. In the second role 
Of. resource. broker,. workers might undertake a variety of collateral contacts for the 
cli~nt. ThIS may my~lve. referrals elsewhere for some kind of specialized service 
durmg program particIpation or for aftercare. It might be comprehensive case 
m~agement such as the type Strasburg recommends or that which the illinois Unified 
Delinquency Intervention Service practices (Reamer, McKeon, and Shireman 1981). 

. B?th direct and indirect helping programs may defy easy and clear-cut cate
gorIzation based on pure theoretical models and distinct staff roles. At the same time 
hQwev..e~, care ~ust be exercised in not simply haphazardly concocting "a bit of 
everyu'1mg ~oncelvablell for each client. Noting that shotgun approaches which try to 
do everythmg are no better than single shots expected to hit multiple targets, 
Str~sburg (1978: 195) suggests that programs should be "putting together combination 
o~ ~puts bas.ed on ~ .. ~. best available diagnosis of individual problems and needs." 
S~mllarly, while cautionmg not to fall prey to theoretical pluralism based on bits and 
pIeces of theo~y, research practice1 isolated techniques, and highly personalized 
appr?ach.es, WhIttaker (1974: 108) recommends "use of as many theoretical models as 
possIble m order to ensure a broad range of interventive strategies to fit the particular 
problems of the client." 

KEY CHARACTERISTICS FOR "PEOPLE-CBANGING" PROGRAMS 

.This' brings us. to, the question of what features or operating principles should be 
combmed . when desIgnmg programs for offender populations. Leaving aside the issue 
of what k!nd of offender (e:g., personality traits, degree of psychopathology, the roots 
of ~ausatIon). would potentially be helped the most by particular approaches, a recent 
:evIe~ (RomIg 1978) of 170 evaluation studies on treatment programs for all kinds of 
Juvemle offen?ers attempted to identify the effective ingredients common to those 
efforts appearmg successful. All selected studies met the criteria of utilizing either a 
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randomly assigned control group or a matched comparison group. A number of Romig's 
conclusions and some of the individual studies are particularly interesting and worthy 
of discussion. 

Based· on fourteen behavioral modification studies involving 2,000 delinquent 
youths, Romig concludes that differential reinforcement and contingency contracting 
(e.g., written contracts with specified rewards for improved behavior) can be used to 
change unacceptable behavior if the desired alternative is fairly concrete, behaviorally 
simple and observable, and realistically "do-able." While behavioral modification was 
not found to specifically reduce delinquency or arrest rates, it did appear useful in 
changing such behaviors as school attendance, test scores, promptness, and classroom 
behavior. It therefore can be viewed as an approach helpful in motivating youths to 
change. 

An overall "positive relationship" (e.g., empathetic counselor) with the youths not 
accompanied by some form of contingency contracting (i.e., "noncontingent con
tracting") was deemed inadequate in bringing about behavior change. Informing the 
youth of the behavior targeted for change and the desired alternative was thought 
crucial both on ethical grounds and as a means of maximizing the client's involvement 
and support. Romig concludes from one of the studies that getting the youth involved 
ill constructive activities (with rewards for achievement) can be expected, at that 
particular point, to leave no time or energy for delinquency. Also, at the beginning of 
a program youngsters are more likely to be responsive to external or material 
reinforcement (e.g., cigarettes, candy bars, cash) rather than social approval alone. 

Academically oriented education in which understanding instructors teach basic 
academic skills was found effective in increasing classroom learning. This draws on 
Romlig's observation in the behavioral modification studies where the pursuit of a 
concr'ete goal by way of differential reinforcement is considered beneficial. However, 
Romier predicts that such education will not, by itself, reduce recidivism. In sixteen 
stUdies utilizing academic education as a primary method, he notes that three 
ingredients consistently appear not to have made much measurable difference: 
1) manipulation of teacher expectancies, 2) behavioral modification techniques to 
improve grades when the behavior or task is clearly neither achievable nor within the 
student's behavioral repertoire, and 3) understanding teachers providing problem
solving type discussion groups. 

The various stUdies reviewed by Romig suggest a number of reasons for these 
observations. While educational gains can be made when youngsters are exposed to 
curriculum which is systematic and oequential and when rewards are provided for 
appropriate behavior and educational performance, subsequent delinquency or arrests 
is a more "global" goal, subject to many more influences and much more variability. 
Nonspecific approaches involving teacher expectancy focus neither on a youth's defi
ciencies nor upon remediating them; therefore, no substantial changes will result. 
Large group discussions about relevant issues were deemed insufficient as a means to 
learn how to deal effectively with those issues outside the classroom; this requires 
social and practical skills of varying sorts. However, the acquisition of a diploma or 
certificate provides the concrete means to improve employment potential. In short, 
behavioral modification techniques combined with quality teaching could probably 
increase achievement. Romig isolates ten composite program ingredients for effective 
correctional education: an understanding teacher, individualized diagnosis, a specific 
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le:arn!ng goal, indivi.dualized pr~ram, basic academic skills, multi-sensory teaching, 
~I~h:-mterest m~terIal, .sequential material, rewards for attention and persistence 
(InItially), and differen?al reinf?r?ement of learning performance. Romig believes 
that classroom educatlon combmmg at least four of the ingredients is likely to 
succeed. 

Romig revie~ed twelve stUdies of vocational and work programs involving 3,300 
yo~ths. Once agam, common themes emerge. Employment, by itself, will not prevent 
delinquency, b~t employment can provide strong hope for movement up a career 
ladder.. Vocat~onally traine~ ,Youth in better jobs with some possibility for upward 
promotion are m a better pOSItIon to stay free from continued delinquent behavior. 

The implication is, of course, that when an individUal finds 
meaning, status, and the opportunity for learning and advance
ment in a job, negative behaviors such as delinquency decrease. 
J?bs and Job placement do not necessarily make a significant 
dIfference. However, jobs that have value to the individual and 
provide. an opportunity for advancement can help reduce crime 
an.d delmquency. The goal is to utilize career decision-making 
skills that help the youths relate their values t.rJ' potential jobs. 
The second goal is to initiate career ladder training that 
teaches the individual how to advance on a job (Romig 
1978: 47). 

Jfowever, while understanding and empathetic supervisors (much like the tlwarm" 
teacher) . can provide a positive relationship for a youth, such relationships do not 
necessarIly mean that skills necessary to success in the community are being imparted 
A.s wi~h sChooli~g, vocati?nal training and work programs cannot by themselves reduc~ 
v.lOlatIve behaVIor, but chents provided with requisite skills (job advancement educa
tional, money management and saving, vocational, interpersonaI), a caree~-ladder 
fra~e ?f refe:ence, the opportunity for advancement, and follow-up may acquire 
motIvatI?n to Iml?rove and not recidivate. The importance of follow-up cannot be 
underestimated, smce support after job placement is vital in order to facilitate the 
transfer of the effectiveness of the program to the real world. 

After rev~ewing. tw:e~ty-eight group counseling studies involving over 1,800 
youths, ten studle~ on mdividual psychotherapy, and twelve on family therapy, Romig 
conclude.s that. ~hlle eac~ approach has some value in getting input from the youths 
(and theIr f~mIlies when mvolv~d) regarding the problem, it is then essential to take 
~he n.ext 10gIC~1 steps of 1) speCIfying problems (i.e., diagnosis), 2) devising individual
Ized .mterventIons, and most Important, 3) allowing the client to practice test out and 
receIve conti?ued support and advice in the problem setting. The group th~rapy 
program RomIg found most successful was one possessing the following ingredients: 

1) Group therapy with teaching focus 
2} Individual therapy 
3) Therap~st initially supportive then gradually more conditional in praise 
4) Theraplst used verbal praise and cl'iticism to shape behavior 
5) Therapist focused on the youth's past and present self-defeating behavior 
6) ~ol~ ~laying used by therapist and group 
7) SIgnIfIcant focus upon community adjustment 
8) Attention given to helping the youth develop interpersonal skills 
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It incorporates behavioral principles, teaching requisite sk~lls, an ?verall framework 
which is specific and comprehensive, and a focus on commumty readJustment. 

The most successful application of individual counseling and psychotherapy was 
also one in which the youths' own view of their problems and experiences was one 
element in a program which additionally emphasized se~ting behavi~r~l g~als, pr~ctice 
in the problem setting, close observation, and evaluation and modIfICation. FInally, 
Romig recommends family therapy when it is determined tha~ it ,is actually a part ?f a 
client's delinquency problem, and when it focuses upon ~eachmg Improv~d commumca
tion crisis intervention as a means to impart systematic problem solVIng, and parent 
edu~ation in the areas of discipline and decision makinge In short, common ,to all the 
approaches recommended are: 1) diagnosis on speclfic interpersonal, educational, and 
vocational needs, 2) systematic instruction and practice in the skills needed, 
3) reinforcement for success, and 4) transitional opportunities to practice new behav
iors in the actual or approximate problem setting. 

CONSTRUCTIVELY INTEGRATING "CONTROL" AND 
"SUPPORT": A PROGRAM ILLUSTRATI0,B, 

One of the problems in developing a continuum of alternative p~ogram types a~d 
varied orientations for juvenile offenders in general and more serIOUS offenders, In 
particular is the widely held notion that programs are, on the one ~a?d, ~ommun~ty 
based and therefore unable to exert high levels of control and superVIsIon (I.e., maIn
tain order, impose limits, encourage respect for authority), or, on the other hand, 
institution based (i.e., closed and mechanically secure) and consequently unable to 
generate a supportive atmosphere, impart empathy, incre~e a sense o~ security, and 
resolve emotional problems. In fact" how~vel" a well deSIgned, appropr~ately, staffed, 
and carefully monitored program for Juvemle offenders can be one In WhICh clients are 
gradually weaned from a more structured and restrictive enviro~ment to, one, of 
increasing responsibility, independence, and freedom. There are myrIad ways In WhICh 
programs can be designed, organized, and implemented ~o,r this purpose. Here, 
however, we discuss only a selection of the more useful wrItIngs on serIOUS offender 
programs and the principles underlying them. 

Agee (1979) reports on the Closed Adolescent Treatment Center (CATC) in 
Colorado. Designed specifically for the so-called aversive treatment evader (ATE), 
this program, like many of those we visited, was initially funded by th~ Law Enforce
ment Assistance Administration (LEAA). Since Agee thoroughly descrIbes the actual 
workings of the program, we will confine ourselves to discussing principles ~nd 
observations which bear on some of the issues referred to above. The ATE, accordIng 
to Agee (1979: 1), are those youths: 

-

that combine hostile, aggressive, acting-out behaviors with an 
amazing resistance to change, usually to the point that some 
frustrated treater terms them "incorrigible" or "untrefJtable" 
•••• They hurt, and occasionally kill, people. They steal and/or 
destroy a great deal ot' property, and they repeatedly harm 
themselves. At the very least, they are extremely disruptive to 
the people they are around-in their homes, in schools, in 
placements, and in institutions. 

" 
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While thf~y cross all psychiatric categories and other differential diagnostic systems, 
the majority are labeled as "character" or "personality disordered" (Strasburg's middle 
category). "A versive" refers to the effect these youths have on people, and "treatment 
evader" describes their ability to sabotage or resist attempts at intervention. Unlike 
the "emotionally disturbed" offender, who may be psychotic or neurotic, the character 
disordered youth "are generally thought of as having no conscience, little if any hUman 
emotion such as warmth and caring, an inability to profit from experience, illogical 
thinking, and a deep resistance to treatment" (Agee 1978: 15-16). Agee writes that 
many mental health professionals are inclined to prescribe a correctional setting for 
these youngsters, believing that firm controls, structure, and custody rather than more 
subtle treatment are needed. In addition, ATEs are often lower-class or minority 
group youths who are more likely to be labeled "not motivated or amenable for 
treatment." Some of the youth in CATC had essentially never broken the law, 
although their case histories are replete with assaultive, belligerent, uncontrollable, 
and dangerous behavior. 

Even though all ATEs are very definitely not alike, they are a fairly small pro
portion of the adolescent population needing treatment, and it is thus most feasible to 
place them in one treatment setting. Youth of varying interpersonal maturity levels 
are then placed in one of two groups: "expressive" or "instrumental. II Diagnosis for 
this purpose is based on the I-level classification system devised in California'S 
Community Treatment Project (Warren 1961; Palmer 1974; Lerman 1975) and the work 
of Parsons (1951). Each diagnostic grouping reflects similar "sets" of responses to the 
environment. "Expressives" are youths who are overtly vulnerable, hurting, dependent, 
hypersensitive, and amenable to circumspection and self-appraisal. (In spite of the 
capacity for circumspection, it is seldom utilized by these youth for behavioral 
change.) "Instrumentals" appear cool, tough, independent, and nontrusting; blame is 
frequently externalized. Both groupings have poor self-images, expressives manifest
ing it through feelings of worthlessness and distress, and instrumentals appearing hard 
and autonomous. 

Agee points out that in this program matching youth and workers on this same 
dichotomy has been effective. W1:lile, ideally, workers should demonstrate high levels 
of interpersonal maturity, Agee believes most, reared themselves as one or the other, 
will generally feel more comfortable and work better with youths with their own 
general tendencies. Thus, expressive staff are open with their own feelings and offer 
support and nurturance while expecting youth to accept personal responsibility for 
their feelings and behavior. Instrumental staff are more alert to behavioral issues and 
even though they can be quite critical and pointed, they tend not to violate the ATE's 
need for autonomy. While both ATE groups can benefit from being around the other, 
they do not have to be together for therapy, education, or other endeavors. Some 
degree of staff mixture also has its benefits: 

Although staff should be matched with youth, it is extremely 
difficult to have a well-run treatment setting without both 
instrumental and expressive staff. Very simply, it is very 
difficult to have structure and organization without instru
mentals, or group processing without expressives. When these 
natural gr()upings work through their conflicts, they gain a great 
deal from each other (Agee: 30). 

~-.~------------
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Regarding the issue of control versus support, Agee rejects the view that the 
presence of limits, structure, and control requires th: a.bsence ~f. individual respect. or 
caring, and vice versa. The two concepts are not dIstinct entitIes, each at opposmg 
ends of the disciplinary technique continuum; they, in fact, merge together. The 
objective is to apply "concerned" controls and not "impersonal" controls. Put differ
ently, given a decision on the level of security (i.e., heavy to light) that is necessary, 
the critical determination is the manner and method in which the specified level of 
security is reached. 

A report on security issues prepared for the Massachusetts Department of Youth 
Services (1977) observes that the most desirable and effective method of maintaining 
security is through program size, adequate staffing, and program content, rather than 
dependence on high-level mechanical and physical constraints, e.g., brick, . mort~r, 
locks, and bars. High staff-to-client ratios permit staff the time to stay act~ve WIth 
the youngsters while simultaneously keeping close tabs on developing negatIve sub
cultures and abuse. Agee suggests that while a secure building is needed for ATEs! it 
cannot be relied upon to prevent escapes. She, therefore, recommends an effectIve 
program plus a sufficient number of quality staff. The importance of intensive staff
ing for the exercise of control in a program is highlighted in a statement made by 
Vachss (1979: 318): 

We're talking about people security not mechanical security. In 
other words, we believe, like take a homosexual rape-that is 
not going to go down if personnel are on the job. Those kinds of 
things happen because you rely on mechanical security. 

Thus, daily structured peer therapy controlled by a group leader in a closely 
supervised milieu lies at the heart of the CATC. Group participants are matc~ed ~n 
the expressive-instrumental continuum. The leader who controls the seSSIon IS 
similarly matched. The entire program is organized to support the group proces~. The 
therapeutic peer milieu is predicated on the idea that the clients, because of theIr poor 
self-images, are more easily influenced by peers: 

One of the keys is to temporarily bypass the conflict with 
authority and approach him through those he most wants to 
impress-his peers. That involves creating a peer milieu ••• 
one in which peers can show open caring, can confront harmful, 
self-destructive behavior, can teach each other self-discipline, 
and can have fun (Agee 1979: 43). . 

Preliminary changes in clients in this relatively long-term program (average 
length of stay is fourteen months) are viewed as initially behavioral. Internalization of 
the changes requires a longer time of acting the part and receiving the reinforcement 
from others. The program maintains a series of promotional levels with increased 
responsibility and privileges, and advancement requires peer treatment group approval. 
There is also an early warning system whereby peers can "check and book" another 
youth. If validated by a staff member, a staff and peer discipline committee decides 
on the sanction (e.g., writing assignment, work detail). This process is intended to 
assure early identification of any developing problems and to provide prompt conse
quences. If peers do not "check and book" an acting-out youth and have no reasons for 
not doing so, they all can be penalized. 
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Th~re is also ~ "time-out" room typically used for ten-minute intervals allowing 
¥ouths tIme to regaI~, ~ontrol. Use of the r~om is predicated on the assumption that it 
IS th~ freq~e!1cy of tIme-outs!" not duratIon, which affects the learning of control 
o~er Imp~Ivlty. T~e purpose IS to remove social reinforcement and decrease impul
~Ive behaVIor. A pomt system is employed, with poin~ (0 to 13) assigned twice a day 
m. seven areas. The absence of negative points, while not ruling out negative 
re~nforc~ment, keeps stu?ents from "getting in the hole" and emphasized a positive 
orIentatIon •. C~ncrete remfor<:ements (edibles and privileges) and social ones (praise) 
~re used. ThIS IS bas.ed on the Idea that concrete reinforcements initially convince the 
stu~ent to behave differently. As new behaviors are practiced they are reinforced 
sO~lally and, hopefully, are intern'alized. The daily points are applied toward privileges 
unIque t~ each l~vel as well as to level promotions. Interestingly, youth begin the 
program m th~ mIddle of three levels. This is to provide an initial message that they 
ar? ?K and ~Ill have a chance to prove they can act responSibly, and that there are 
prIVileges WhICh can be lost if they are demoted to a lower level. 

Students attend two hours of school daily in separate groups (instrumental and 
expressive) and re<:eive points which can be exchanged for money. Occupational (i.e., 
crafts) and r~creatIonaI therapy is provided in order to work on perceptual and sensory 
P!oblems, bU11~ self-estee~, wo~k cooperatively, teach basic skills, channel aggres
SIOns, an~ motIvate avocatIonal mterests. Life skills are part of the structured time 
and they Include consumerism, hygiene, nutrition, job hunting, budgeting, etc. 

. Individu~ ~h?rapists are assigned to each of the approximately twenty-six 
chen~s. The m .. dlvidUal the.rap~st decides whether or not to have regularly scheduled 
meetmgs. ~esslons are ordmarily problem solving or "rapping"; this is in keeping with 
the assumption that the youths' major problems are interpersonal and best dealt with in 
group. The thera~ist is respo~sible for seeing that the treatment plan is completed and 
car~I.ed out. F~~ily therapy IS attempted with all families, though the goal may be to 
faCIlitate a pOSItIve termination. 

One staf! memb?r at t~e program is assigned the job of facilitating reintegration 
(e:g:, ~ommunI~y surVIval s~Ills, placel!lent in a job or school) and providing follow-up 
?rISIS mterve!1tion .and ongom~ counseling for six months. Termination from the group 
mvolv.es dealmg w~th separatIon from close friends, fear of the unknown, and possible 
behavlOr~1 ~egression. The program tries to pl."ovide opportunities for test situations 
and contm~mg pressure so that ma~adapti~e behavioral reactions will emerge and can 
be dealt WIth pr?~p~y. There ~e mcr?asmgly longer community visits, and attempts 
are ~ade t~ . mImml~e separatIon anXiety from the program by encouraging calls, 
lette.s, or VISItS; lettmg students know that if possible they can see others who have 
been released; and scheduling periodic returns to attend group sessions. 

ALTERNATIVE ORGANIZATIONAL MODELS AND SETTIN~ 

. !hus. far, we ha~e seen a number of different ways to classify and understand 
varIatIons In the tec~mques ~d metho~ used in the treatment of more serious offend
er~. We hav~ exammed theIr assumptIOns and reviewed some oppOSing formulations. 
BrIefly, w~ .w~ll now turn t? several attempts which have been made to differentiate 
among facIh~I~S on the baSIS of overall goals and more generalized means, as opposed 
to the speCIfIC methods already discussed. These will later be incorporated into 
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sorting out some of the significant similarities and differences encountered in the 
services provided by the programs visited. 

Stref~t, Vinter, and Perrow (1966), in a study of six institutions for delinque~ts, 
distinguished between three major organizati?nal goals: obedience a~d conformIty, 
reeducation and development, and treatmenti--, A fourth model, a mIxed goal type 
which emphasizes custody and treatment goals simultaneously was not clearly identi
fied with any of the institutions studied. It should also be noted that exposure to the 
outside community (e.g., school off grounds) was not a dimension specifically reflected 
in the various models. 

Characteristic features of obedience and conformity included surveillance, 
frequent: use of negative sanctions, discipline, hard work, order and c0!lformity, high 
level of staff domination, and other corollaries of cilStody.. Reeducation and devel
opment involves change through training, the acquisition of skills, involvement in wo~k, 
study, Hnd recreation, and the development of personal resources and new SO?lal 
behaviolrs. Treatment, both individual and milieu, focuses on psychological reconstitu
tion andl more thoroughgoing personality change. 

Encompassed by these three models are five sets of beliefs which can imply 
causes .and certainly implies change strategies. They are incarceration and depriva
tion, authority and obedience, learning, socialization, and therapy. Learning assumes 
that change will emerge from the acquisition of skills, knowledge, mental discipline, 
and responsible hard work. This is accomplished in th'e context of a structured 
environment and is best illustrated by the examples of military academies and religious 
orders. Socialization is built around the notion of nurturance. The idealized example 
is the family whereby little mass handling, individualization of reward and punishment, 
and normal development in a. secure, supportive, patterned environment (with a well
rounded variety of activities in the company of house parents) can take place. In 
therapy, rehabilitation takes place through extensive chang~es in character and p~rson
a,lity. The therapy model is highly dependent upon psych()logically or psychiatrically 
trained professionals. 

Ohlin (1974) distinguishes between three models: protective custody, clinical 
treatment, and therapeutic community. Protective custody merges Street's obedi
(mce/(~onformity and reeducation/development categories, because of their common 
paterlllalistic styles. Street's subtypes of treatment comprise separate categories in 
Ohlin':; formulation. This is intended to emphasize the distinction between individual 
and gr'oup forms of treatment ideology and practices. 

Feld's (1977) typology incorporates Ohlin's treatment-organization distinction and 
Street's custody-institution dichotomy. This typology identifies four different types of 
organizations. 
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TABLE 5 

TYPOLOGY OF CORRECTIONAL STRATEGIES 

Custody Treatment 

Group-Oriented Obedience/Conformity Treatment (Group) Intervention Protective Custody Therapeutic Community Strategy 

Individual-Oriented Reeducation/Development Treatment 
Intervention Strategy Protective Custody (Individual) 

The .typology r7flects the relationship between organizational goals (ends) and inter
vention strategIes (means). The four types of organizational alternatives can also be 
viewed in a historical context. 

The group-custody or maximum-security model is based on 
assumptions of inmate free-will and deterrence, with historical 
an~ogues . to the .earliest institutional response to juvenile 
deVIance m the nmeteenth century. The individual-custody 
organization or industrial training school model, based on the 
assumptions of inadequate socialization, can be traced to the 
juvenile reformatories of the last third of the nineteenth cen
t~ry, which were organized around the cottage plan and empha
SIzed moral development and vocational education. The indi
vidual treatment institutions, based on assumptions of individual 
pathology and a medical model, can be traced to the influence 
of Freudian psychology and the emergence of professional social 
work at the beginning of the twentieth century. The group
treatment model, based on assumptions of peer group dynamics, 
has only gained prominence within the past half-century (Feld 
1977: 40-41). 

Finally, in a study of residential institutions for emotionally disturbed children 
S.m.uck~r (1975) points to two major categories of residential programs, one empha: 
sI~mg 'treatment". goals and the other fOCUSing on "socialization." While both give 
p:ICJ?acy to behaYIoral change goals, the means for accomplishing them are quite 
dIStI~Ct. Accordmg to Smucker there are two major philosophies out of which resi
den.~al "treatment" emerges, clinical service and milieu. In the former, group living 
faCilitates and supplements an individual therapeutic relationship. In milieu treat
ment, ~he. tota~ th:rap:~tic environment (e.g., counseling, education, recreation, 
~e~, limIt settmg) IS utilIzed as the decisive treatment variable. Residential "social
Ization," on the other hand, also relies on a milieu, except that 
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the socialization milieu consists of concerned adults who are 
good role models and who balance kind discipline with helpful 
instruction and guidance. The residents spend most of their 
time in school, studying, and participating in "constructive" 
activities including both work and recreation. The therapeutic 
effort of the clinical staff in socialization institutions is 
dtt:'ected toward helping the residents adapt to the institutional 
environment. Thus, the clinical program serves to facilitate the 
operation of the socialization milieu (Smucker 1975: 7-8). 

In conclusion, we have looked at a variety of theoretical perspectives and typolo
gies. They can be used singly or in various combinations as a means to analytically 
sort out what is taking place in particular correctional settings and why. In recog
nizing t.hat real practice tends toward the eclectic, these different frameworks can 
only serve as guides for understanding what may be most appropriate for a given young 
offender under a particular set of circumstances. To the extent that these frameworks 
and principles can help in differentiating among the many methods carried out in 
various efforts--those currently contemplated, ongoing, or defunct-we can perhaps 
begin to more knowledgeably and systematically approach the formidable task of 
distinguishing what settings and approaches might best be used with distinct kinds of 
offenders. 

-
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CHAPTER IV 

MODES OF ARTICULATION: ISSUES IN THE ORIGINS 
AND FUNDING OF PROGRAMS 

, A topical a:ea crucial for understanding the nature of human service program
mmg--one espeCIally germane for developing a sense of the problems and issues 
asso~i~ted with planning and implementation-is the larger environment within which 
spec,dlC ~r?gr~ms emerge. In ?rder to c~nvey t~e idea that this area of inquiry entails 
the IdentIfIcation and exploration of a wIde varIety of interrelated factors which have 
played some role in shaping all eleven programs, we have coined the term "modes of 
articuilation" to describe the overarching framework for this section of the report. 

Contained within this framework are two primary sets of variables. First there 
are those fac~ors which are directly involved with the social ecology of the;e pro
gram~;. They mclude: (1) dates of origin, (2) principal actors, (3) the support environ
ment" and (4) the catchment area. Second, there are those factors which are directly 
involved with program financing, including: (1) annual operating budget (2) sources of 
funding, and (3) public/private status of programs. ' 

For purposes of comparison we have decided in oui' discussion of modes of articu
lation to examine key variables by program grouping. Each variable will be considered 
in terms of its relevance for, first, residential programs and, second, nonresidential 
programs. If we feel that additional comparison of particular variables across the 
tota~ r~~ge of pro~rams might be v~luable, such analysis will be included following the 
two 1.n~tIaI comparIsons of each varIable. This wider comparison of variables will only 
occur ill some cases • 

START-UP DATES 

The first variable we will examine in this section of the report is dates of pro
gram origins. This initial step should provide the reader with some sense of the com
para,tive time frames when various programs were being developed and implemented. 

DATES OF ORIGIN: RESIDENTIAL PROGRAMS 

The dates when the five residential programs we visited were established and 
began to accept clients ranged from as early as 1973 to as late as 1979. Two began in 
1976 and one in 1978. 
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TABLE 6 

START-UP DA'l'ES AND LOCATIONS: RESIDENTIAL PROGRAMS 

Residential Programs Location Start-up Date 

1. Vindicate Society Newark, New Jersey July 1973 

2. ARC Residential Treatment Harrisburg, Pennsylvania January 1976 

3. PORT Boys' Group Home Rochester, Minnesota May 1976 

4. Esperanza Para Manana Salt, Lake City, Utah March 1978 

5. Florida Keys Marine Key West, Florida July 1979 
Institute 

Other than in New Jersey, none of these efforts was in~tiated early in the widesp.read 
move to develop community-based programs for juvemle offenders who were eIther 
being removed from correctional institutions or being diverted from further penetra
tion into the system. This fact suggests an early reluctance by most program planne:s 
and administrators to allow this difficult juvenile population to be placed In 
community-based settings. Most early programming of this sort was designed to 
provide services for so-called "lightweight" youngsters such as status offenders, who 
were generally thought to be more manageable •. Not until ~ater iI? the "alternatives 
movement" did programs for serious offenders begm to come mto bemg. 

DA'rES OF ORIGIN: NONRESIDENTIAL PROGRAMS 

The period during which the six nonresidential programs were being initiated 
rang,ed only from 1977 to 1978. One program began early in 1977, and the other five 
programs were launched at various times in 1978. 

I· 
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TABLE 7 

START-UP DATES AND LOCATIONS: NONRESIDENTIAL PROGRAMS 

Nonresidential Programs Location Starting Date 

1- Project Vision New Haven, Connecticut February 1977 

2. Copper Mountain Adolescent Murray, Utah January 1978 
Day Treatment Center 

3. Key Tracking Plus Springfield, Massachusetts February 1978 

4. Katahdin: A Workshop for Minneapolis, Minnesota May 1978 
Youth 

5. Transitional Center Gretna, Louisiana June 1978 

6. Viable Alternatives to St. Petersburg, Florida October 1978 
Institutionalization 

It is obvious that the six nonresidential programs selected for our visits were all 
established within a remarkably short period of time-less than twenty-one months. 
Both they and the residential centers were opened rather late in the nationwide move 
to develop community-based programs, again reflecting the early priorities placed 
upon the alternative treatment of less serious offenders. 

Our sample of both residential and nonresidential programs for serious juvenile 
offenders suggests that, as a group, the nonresidential programs were launched several 
years after the residential programs had already been established. This pattern sug
gests that the treatment of this difficult population was early thought to require close 
supervision and a rather intense level of control best achieved in residential settings. 
Only quite recently has it been decided that certain such offenders could be retained in 
their own family settings and be placed in day treatment programs. 

PRINCIPAL ACTORS IN SERIOUS OFFENDER PROGRAMS 

The second important variable which will be considered in the context of the 
development and implementation of alternatives is those actors directly involved in 
the creation of specific programs. These individuals will be examined primarily with 
respect to the roles they played in the emergence of serious offender programs in 
specific settings. In general, the efforts to create new programs assumed one of two 
forms in terms of the particular set/s of actors involved in planning, development, and 



J 

C" 

j 

[' , 

-------~--~----------------------------"""'"'=J 

-49-

implementation. On occasion, there occurred collaborat~ons represen~ng, the 
collective actions of two or more groups of individuals with dIfferent organIzatIOnal 
interests and allegiances. At other times, the emergence of a pr~gram resulted fr?m 
the largely isolated activity of one or several persons who desIgned an alternatIve 
program without much direct outside collaboration or assistance. 

RESIDENTIAL PROGRAM PLANNING, DEVELOPMENT, 
AND IMPLEMENTATION 

Of the five residential programs, only Vindicate Society was launc~ed as a non
collaborative endeavor through the work of a single individual, BenjamIn Amos. ~s 
early as 1971, Amos, who had worked earlier as a comm~ity worker for,the Y~CA,In 
Newark's; inner city, developed Vindicat,e SO,ciety's es~entlal,elemen~s whIle runnIng Its 
precursor for two years without fundIng In a public housmg proJect. When LEAA 
initiated the High Impact Anti-Crime Legislation in 1973 and s~lecte~ Newark as one 
of the eIght target cities, Amos obtained a three-year gran~ wIth w~Ich to set up an 
incorporated program. Although Amos did receive technIcal assIstance from the 
Newark Office of Criminal Justice Planning in developing a p,roposal f~r the LEAA 
grant program, the creation of the Vindicate Society model and ItS actual, Im'p~ementa
tion in the inner city of Newark was largely the result of the work of one IndiVIdua.l. 

The four remaining residential programs all involved some degree of collabo
ration between individuals who wanted to put together an operational program ~d 
other sets of persons who had professional interests in seeing alternatiye programm~ng 
set up; for example, the development of a residential program by FlorIda Keys M~~Ine 
Institute (FKMI) involved collaboration with the: Dep~rtment of, He~th and ,RehabIlIta
tive Services (HRS), which has authority over JuvenIle correct~ons In ~lorlda. FKMI, 
one of seven statewide agencies affiliated with Associated, Marme Ins~tutes, h~d been 
operating as an alternative school since 1976 and was Inter,ested In enlar~ng a!ld 
further consolidating its operations. HRS wanted to establish a sm~l r~sI~entIal 
program to serve as an alternative for seriously delinquent youngsters In ~Istr~ct 11, 
which consisted of Monroe County (the Florida Keys) and Dade County, (I?rImarIly t~e 
city of Miami). HRS was willing to close a cottage at the State TraInIng School In 
ordf~r to provide money to fund the new program. 

The development of Esperanza Para Manana repr~sented a, clo~e c?llaboration 
between two well-known and respected Hispanic communIty organIzatIons In Salt Lake 
City, the Institute of Human Resource Development (IHRD) and SOC,IC?, and the 
Division of Family Services (DFS), the branch of state .government exerClsmg control 
over youth corrections in Utah. IHRD and SOCIO, WhICh ha? for several, years ?een 
active in procuring social services for the Hispanic communIty, became Increasmgly 
involved in developing a role as an actual service provider. ,When in 1977 t~e stB:te 
received a large LEAA grant with which to create, an alternat~ve network for JuvenIle 
offenders, DFS developed a mechanism, CommunIty Alternatives f?r !roubled Y~uth 
(CATY) to dispense this funding. When bids were issued for establishmg commu!1Ity
based placements for severely delinquent youths, IHRD an~ SOCIO responded WIth a 
proposal for the creation of a Hispanic group home for delInquent adolescent males, 
namely Esperanza Para Manana. 

In the case of ARC (Alternative RehabUitation Communities) Residential Treat
ment Program, the collaboration involved two sets of actors. Two young men from 
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Harrisburg with entrepreneurial spirits and an interest in human services, Daniel Elby 
and Robert McKendrick, responded to a public announcement issued by the Center for 
Com,munity Alter~ativ~s (CCA) for the development of community-based alternatives 
for, ~ncarcerated .JuvenI~e o~fenders who were being removed from a large, secure 
faCIlIty, Camp HIll PenItentiary. CCA had been created by Jerome Miller who was 
serving as commissioner of the Office of Children and Youth (the agen~y having 
responsibility for youth corrections in the state), for the purpose of relocating youths 
wh~ had ?een incarcerated at Camp Hill into a network of community-based programs. 
ThIS particular effort represented part of Miller's greater strategy to deinstitutionalize 
Pennsylvania's juvenile correctional facilities. Elby and McKendrick met with Miller 
about the possibility of establishing a program to be funded by CCA. 

PORT, likewise, represented the collaboration of various actors from the private 
sector and the local justice system who were interested in seeing the development of 
communit~-b~ed alte:natives for delinquent youngsters. Although the Boys Group 
Home, WhICh IS our prImary concern, was started in 1976, largely through the individ
ual efforts of the PORT corporation, the establishment in 1969 of the larger umbrella 
was a truly COll:<:tive endeavor. The move to create the parent corporation repre
sented a recognItIon on the part of a number of prominent citizens in Rochester 
Mi~esota, that a need existed for community-based programs to provide alternative~ 
to Incarceration for juvenile offenders. At this point in time-the late 1960s-the 
deinstitutionalization movement was only beginning to have an impact on the thinking 
of concerned citizens in Minnesota. 

Initial, efforts to generate, interest in this kind of juvenile justice programming 
were made In 1967 by two local Judges. Once PORT was launched with private founda
tion money, a very prominent criminal justice expert, Kenneth Schoen, was chosen to 
be the: f~st executive director of the agency. Within a few years he was to serve as 
commISSIoner of the Department of Corrections for the state of Minnesota during a 
period of major reform and to be instrumental in the passage of the Minnesota 
Community Corrections Act of 1973. 

In comparing the role of various actors in planning, developing, and implementing 
~he five residentialyrogl'ams, several issues other than that four of the five programs 
Involved collaborative efforts present themselves readily and seem to be worthy of 
comment. First, there is an apparent dichotomy which seems to revolve around 
whet~er the efforts to organiz~ ~hes~ programs relied primarily upon persons who were 
promment and/or held key POSItiOns In the local community and constituted some sort 
of, social service elite or relied primarily upon persons who had strong ties to local 
neIghborhoods ,~d co~ld be~t be described as "gras~ roots" organizers. This opposition 
between an elitist orIentatIon and a grass-roots orIentation for program development 
was sharply drawn in most of the programs. 

, Bot~ PORT and Flo~ida Keys Marine Institute were examples of programs having 
tIes to elite el:ments, eIther in terms of the prominence of the program organizers 
themselves or m terms of professional ties with important actors in the criminal 
justic~/human services establishment. While PORT originated in a setting where there 
was WIdespread community support among prominent citizens such as businessmen and 
judges, FKMI was part of a large human service corporation, Associated Marine 
Institute, which worked closely with that agency of state government, the Department 
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of Health and Rehabilitation Services, responsible for developing alternative program
ming for youthful offenders. 

In contrast both Vindicate Society and ARC were examples of programs with 
strong grass-roots orientations. In the case of Vindicate Soc~ety, one perceives ,a 
situation where the director not only was almost solely responsIble for hIS program s 
existence but also strongly identified with the inner city of Newark from ~hich he 
himself had sprung. Likewise, ARC was a program which depended for S';ll'VIV~ upon 
the grass-roots efforts of its two founders, one of whom also had strong tIes wIth the 
ghetto neighborhoods of Harrisburg. The emergence and persistence of ARC res~ted 
from the ability of these individuals to develop community support and profeSSIonal 
credibility, based upon their success with a difficult delinqu~nt populatio~. Before th~s 
program enlarged its scope of operation and moved to a mIddle-class neIghborhood, It 
operated in a marginal fashion for a number of months in a small apartment above a 
neighborhood bar in one of the c'ity's worse ghetto areas. 

Finally with respect to the dichotomy we have been discussing, Esperanza fits 
into a separate category in tl.at it exhibits qualities of both elitist and grass~roots 
orientations. Although the intention behind organizing Esperanza was clearly tIed to 
the goal of providing badly needed services to a minority group population in Salt Lake 
City and was part of a larger community organizing strategy, those actors (IH~D and 
SOCIO) who represented the Hispanic community in planning and developing .the 
program were representatives of the social and intel~ectual elite of t?at commu~lty. 
The kind of social hierarchical mix present in the origIns of Esperanza IS not espeCIally 
surprising, since elite segments of ethnic minorities frequently assume brokerage rol~s 
as grass-roots managers for human service delivery. For the purposes of our analYSIS, 
we will refer to Esperanza as a program with an elite orientation in origins. 

NONRESIDENTIAL PROGRAM PLANNING, DEVELOPMENT, 
AND IMPLEMENTATION 

Of the six nonresidential programs, only Katahdin and Transitional Center were 
largely noncollaborative endeavors. In the case of Katahdin, five outreach workers for 
various youth-serving agencies in Minneapolis had decided there was a need to develop 
a day treatment program for severely delinquent youngsters in the lo:al area~ since no 
such services were available at that time. They were able to obtain plannIng funds 
from two local foundations. Eventually, implementation monies were obtained through 
the state planning agency, the Minnesota Crime Control. Planning Board. This 
endeavor did not involve in any significant way collaboration between the founders of 
Katahdin and any of the important organizational actors from the local juvenile justice 
arena. Nor did the establishment of Katahdin entail any support activities on the part 
of the prominent citizens in the city of Minneapolis. 

Although the development of Jefferson Parish Juvenile Court Transitional Center 
was also a r;ther isolated undertaking in terms of the surrounding social environment, 
the circumstances for the creation of this program were quite different from 
Katahdin. The idea for establishing the program originated with Lois Foxall, Director 
of Juvenile Court Services in Jefferson Parish, who wanted to initiate a day treatment 
program providing a wide array of services for youths who had been adjudicated 
delinquent but would benefit from not being placed in secure, custodial care. In 1976, 
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wh.en. the ide~ for th.is program was germinating, no alternative programs for 
adjudIcated delinquents In Jefferson Parish existed. 

A:ided by ~er ~taff, Foxall undertook an extensive survey of day treatment pro
grams In operatI~n In the U.S. for delinquent youngsters. Based upon this search, the 
Foxa~ t<:an: ~esigned what they felt was an appropriate model for the needs of the 
10cal.JurisdictIon. F~n?s for laun:hi~g the program were obtained through the state 
planmng agency (LOUISIana CommISSIon i"m Law Enforcement and Administration of 
Criminal Justice) in the form of a three-::year federal grant. Although Transitional 
Center was developed by Jefferson Parish Court Services as an alternative resource 
for the cour:t s~stem and operates as a public agency, the founder did not rely upon 
other or~amzatlonal actors in the local juvenile justice system or upon community 
support In the form. of pro~inent citizens to achieve her ends. Although both sources 
of s~pport were easIly avaIlable, she chose not to use them, at least not in any obvious 
fashIon. 

The .origins. o! the four remaining nonresidential programs can all be traced to 
collaboratlv~ actIVIty.. rr~e founding of Project Vision depended upon the collective 
wo~k of varIOUS orgamzatIonal actors including the Youth Division of the New Haven 
Polic~ Dep~rtment, the South Central Criminal Justice Supervisory Board (the local 
planmng unIt for ~EAA), and the New Haven Boys' Clubs. The police and the planning 
board had recogmzed the lack of any community-based day treatment services for 
"hardcore," juvenil~ offenders under the active supervisio~ of the juvenile court or the 
Dep~rtment ~f ChIldren an~ Youth ~ervices. Up to that point in time, local youth
servIng agenCIes focused theIr attention on less severely delinquent offenders. 

The administrator of the Boys' Clubs agreed to operate a day treatment program 
for youthful o~fenders who had traditionally been placed in residential settings fre
quently even In secure, custodial facilities. An appropriate model was located in 
Massachusetts, the C~mm~ity Advancement Program (CAP), which had been used as 
~n outrea~h mechamsm In that state's deinstitutionalization efforts. Funds for 
Impleme~tIng the model were obtained from the city of New Haven through the 
C?mm~Ity Development Act, a federally funded project providing grants for working 
WIth delinquent youth. 

As a collaborative effort, the origination of Key Tracking Plus entailed the 
cOI?bined .work of representatives of the Key Program Inc., the umbrella corporation 
WhICh desI~ed the program, and staff members from Region I of the Department of 
Youth SerVIces (DYS), the state agency responsible for operating youth corrections in 
Massachusetts. The discussions between these two sets of organizational actors 
centered upon DYS's interes~ in develo~ing. a h.ighly supervised nonresidential program 
as a last. step before .0rderIng ~ecure instItutional care for Region I's most difficult 
cases. Since DYS relies exclusIvely upon a purchase-of-service model for providing 
treatn:ent for !he state's entire population of adjudicated delinquents who have been 
coml!l1tted to Its care by the juvenile courts, it was necessary to locate a service 
pro~l1der who could develop an innovative day treatment program for severely 
delinqu-:nt youths. . The Key Program Inc. possessed considerable expertise in 
dev<:lopIng communIty-based programs of various types, dating back to the initial 
clOSing of MassachUsetts' training schools in the early 1970s. Consequently, DYS 
contr~cted thi~ lar~e·-scale vendor to develop such a program, namely Key Tracking 
Plus, In the SprIngfIeld/Holyoke metropolitan area. 

- =-=J 
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The nature of collaborative activity in the creation of Viable Alternatives to 
Institutionalization of Juveniles Program (VAP) closely resembled that which occurred 
in the development of another Florida-based program, Florida Keys Marine Institute, 
discussed earlier under the heading of residential programs. As was the case with 
FKMI, the process of program development was based upon a negotiation between a 
parent vendor corporation-in this instance Juvenile Services Program Inc., which 
operates six other youth programs under a single administrative umbrella in 
St. Petersburg, Florida-and the Department of Health and Rehabilitation Services, 
which frequently sought to enlarge its network of community-based alternatives for 
delinquent youngsters committed to its custody. In 1978, HRS had decided that there 
was a gap in its array of services, specifically in its day treatment programming for 
seriously delinquent offenders. The program was launched as a pilot project with 
LEAA funding made available through the state planning agency. 

Another example of collaborative program planning and development within the 
same state occurs with the Copper Mountain Mental Health Adolescent Day Treatment 
Center. Here the similarity tr~ces to Esperanza Para Manana, a residential program 
discussed earlier, which is also located in the state of Utah. As with Esperanza, a call 
for alternative programming issued by the Division of Family Services through the 
granting mechanism of Community Alternatives for Troubled youth led a group to 
respond and to a request fOl'~ the development of a broad-based community program 
utilizing as many already existing public and private resources as possible and offering 
a variety of services. 

In responding to the DFS announcement, several individuals at Copper Mountain 
Mental Health Center (CMMH), a public agency falling under the auspice of the County 
Department of Social Services, developed a proposal entailing the participation of 
several other service providers. In addition to CMMH, Odyssey House and the YMCA 
of Utah were to be involved. CMMH offered to serve as the primary contractor with 
DYS and in that role to take responsibility for the day-to-day administrative 
operations and to provide psychological/psychiatric services. Further, CMMH would 
subcontract with Odyssey for the provision of educational and tracking components and 
with the YMCA for recreation. This service framework was unlike any other we 
encountered in our site visits in that it combined both public and private agencies 
within a single vendor format. This structure was negotiated with DFS and eventually 
agreed upon as an acceptable model for implementation. The day treatment program 
began in January of 1978 as one of CATY's pilot projects. 

In comparing the nonresidential programs with respect to the elite/grass-roots 
dichotomy, five of the six programs clearly had their origins rooted in an elite orienta
tion. Only Katahdin emerged as an essentially grass-roots effort. In that program, all 
five founders had occupied line staff roles as outreach workers for various youth
serving agencies and had minimal contact with the higher echelons of the juvenile 
justice/human service hierarchy in their local community. Although aided by planning 
grants from local foundations, they had to depend entirely upon their own ingenuity 
and competence in order to sustain the program. 

In contrast to Katahdin, the five other programs had support from elite elements 
in their environments in terms of linkages with larger, parent corporations already 
engaged in service delivery for delinquent youngsters and/or in terms of established 
channels of communication with important organizational actors in the juvenile justice 
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arena. Two. of thes~ progra!lls, Transitional Center and Copper Mountain, were spin
o~fs of publi-c agenCle~ •. ThIS fa?t placed them in a somewhat advantageous position 
Wlt~. r~spect t~ obtaInIng ~undIng and clients. In addition, their organizational 
affIlIations prOVIded them WIth some degree of credibility prior to and during imple
mentat.ion. The pr!~cipal difference between the public affiliation of the two pro
grams. IS that TransI~Ional Center is tied to a juvenile justice auspice, Jefferson Parish 
Juverule Court SerVICes, whereas Copper Mountain is linked to a county mental health 
center. 

!he three rema~ning nonresidential programs with elite ties (Project Vision, Key 
TrackIng P!us, and VI~ble AI~ernatives) are all linked to larger corporate umbrellas 
e~ch. of wh~ch h~d l?ng:-established, working relationships with lcey bureaucratic actors 
wlthm the Juverule Justice system. In the case of Project Vision, the affiliation is with 
t~e N~w Haven.Boy~' Clu?~; Key ~racking Plus is affiliated with Key Program Inc.; and 
VIablE, Alternatives IS affIhated WIth Juvenile Services Program Inc. 

THE SUPPORTIVE ENVIRONMENT 

The next ~ariable to be exa~ined in terms of all eleven programs is the nature of 
the sUl?po~t .environment •. Essentially, this will be an inquiry into certain important 
characterIstIcs of the soc~al ecology of the jurisdictions in which these progl~ams are 
l?cated. By sup!?ort envlr~n~e!lt we are referring speCifically to those organiza
tIonal!bureau~ratIc force~, IndIVIdual actors, historical patterns, and regional demo
grap!ucs m~l~m~ t~at SOCIocultural climate in which all juvenile justice activities for a 
particular JurIsdiction take place. 

A .numbel· of the ~ore .general char!1c.teristics of the local support environment 
have ah eady been descrIbed m some detaIl m the preceding discussion of the principal 
~c~o~s. These accounts have touched upon most of the factors listed above. However 
!t IS Im~lorta~t to extend this description to include documentation of the relative tim~ 
~rames In ~hIC? t~ese l?rog~ams were put into place. Was a particular program created 
~h~~n . a .deI~StltUtIonalizatIon strategy was initially being implemented in a specific 
Jm:l:sdlctlOn, . at a later date when some sort of alternative network was already in 
eXIstence; WIth no reference to any such broad program development? 

A sense of th~ relationship between the launching of an individual program and 
~h~ st~ge of evaluation of the deinstitutionalization process in the jurisdiction in which 
It IS sltua~ed can ?e helpfu~ in understanding the internal/external dynamics of the 
pr0!5ram~ In q~estIon. ~nsight into programs' structures, procedures, goals, and 
artIcula.tlOn~ WIth t~e WIder systems ean thus be facilitated. For purposes of 
categorI~atIon we Will talk about this temporal relationship through the use of the 
terms, fIrst- and second-generation programs, although these designations will to 
some degree, distort the intricacies of the process. ' 

THE GENERATIONAL FACTOR IN RESIDENTIAL PROGRAMS 

. Of the !'esidential programs, three (Vindicate Society, ARC, and Esperanza) were 
fIrst-generatIo~ programs, and two (PORT and Florida Keys Marine Institute) were 
second-generatIon pr'ograms. Of course, within these groupings are a number of 
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interesting and important patterns, especially with respect to variation, or lacl<: of it, 
in each of the categories. 

The acceptance of clients by Vindicate Society in Ju~y of 1973 was a ~en~ure into 
largely uncharted waters ~n Ne:v J~rsey. lYIoney. and planmng were only begl~nmg to be 
channeled into deinstitutIonallzatIon projects m the state. The LEA~ HI~h I.mp~ct 
Anti-Crime grant program (especially to the extent it affected ~he Juvemle Justice 
arena) became a major stimulus for the develop.ment .of com!Ylunl~y-based program
ming. A numb~r of alternative programs for. vB:rlous kl~ds. of Juven~le offenders were 
funded in Newark simultaneously with the begl~mng of Vmdlcate SOCIety. 

The establishment of ARC was a first-generational endeavor and reflected the 
impact of Jerome Miller in his swing through three northern, industrial states-Massa
chusetts and illinois being the other two-as a radical change agent. In ea~h of these 
states he held a crucial appointive position overseeing certain aspects of child welfare 
in state governmental bureaucracy. From these vantage points 11.e atter:nPted t~ eff~ct 
fundamental change in juvenile justice practices, namely, closm~ the state Juverule 
refo,t'matories and offering as an alternative a set of communIty-based programs 
serving the vast majority of delinquent youngsters. The res~onse of the founders of 
ARC to Miller's deinstitutionalization effort in Pennsylvama led to the program's 
emer~rence in January of 1976. Although a first-generation pl'ogra':fl' the development 
of ARC benefited from the learnings from the Massachusetts experiment several years 
earlier'. 

As a first-generation program, Esperanza was also .an ~xa~ple .of a pilot project 
being launched in a state where .serious attempts to. demstItutIonalize youth correc
tions had begun quite late in relation to developments m a number o! othe: states. ~he 
move to develop a broad-based alternative network did not begm .~~l 1977, w~th 
LEAA's awarding an $800,000 grant (discretionary funding) to. the DIVISion of FamIly 
Services for the purpose of constructing a network of community-based programs (the 
CATY project). Yet, as was the case with ARC in Pennsylvania, those persons who 
were actually involved in the planning of pilot programs s?ch ru: Esperanza wer~ able 
to proceed with a sense of directio,n, sin~e they co~ld ~ead~ly b?lld .on the experiences 
of programmers in other states in which the dem~titutIonalizatI?n mo~ement had 
begun much earlier. In fact, the impact of Jerome Miller was .felt ~Irectly.m the early 
stages of the Utah experiment, since he spent consider~ble time m 19.77 m the state 
consulting with officials in DFS on the subject of developmg an alternatIve network for 
delinquent youngsters. 

The two second-generation, residential programs (PORT B~ys' ~r~up ~ome. a~d 
Florida Keys Marine Institute) were in some important ways qUite ~Imllar lTl. orlgl~. 
Both were part of large corporate umbrellas which had eru:ly bee~ mv~lved m their 
respective jurisdictions in the arena of alternative programmmg for Juvemle offenders. 
In the case of PORT Boys' Group Home, its sponsoring corporat~ou, PORT, ha~ be~n 
founded in 1969 in the initial effort to introduce alternatIvE~ programmmg. m 
Rocilester, Minnesota. The development of the Boys' Group Hom~e followed .a fa~rly 
long tradition of communaty-based programs for delinquent. young~ters. LI~ewlse, 
FKMI was affiliated with a larger corporation, Associated Marme In:stItutes, ~hlch had 
begun operations at a time (1969) w.hen the f~st e~eriments with comm~lty-based 
programming for delinquents were bemg tested m Florida. Perhaps the most Important 
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departure for FKMI from previous AMI experiences was that it was the first l'esidential 
program developed within the framework of this umbrella. 

In 100ki!1g for patte.rns in this distribution of residential programs, one notes that 
among the fIrst-ge~eratIon programs two (Vindicate Society and ARC) were grass
roots, noncollaboratIve effort. Both of the second-generation programs (PORT Boys' 
Group Home and Florida Keys Marine Institute) had been elite collaborative 
endeavors. ' 

THE GENERATIONAL FACTOR IN NONRESIDENTIAL PROGRAMS 

Of the nonresidential programs, two (Copper Mountain Mental Health Adolescent 
Day Trea~ment .G.enter and Transitional Center) were first-generation programs, and 
four (Project :'Islon, Key Tracking Plus, Katahdin, and Viable Alternatives) were 
sec?nd-ge!1e~abon programs: .As was the case with the residential programs, inter
estIng varIations occurred withm the two generational groupings. 

The appe~rance of Copper Mountain as a first-generatioll program in Utah 
occurred essen.ballY under the same ci~cumstances which led to the creation of Espe
r~nza. To aVOId redundancy, one can Simply say that Copper Mountain was one of the 
pIlot programs fund~d by CATY in the first wave of deinstitutionalization efforts for 
Juvemle of~e~ders. m ~e state of Utah. Transitional Center represents another 
endeavor (SImIlar In thiS aspect to Copper Mountain and Esperanza) which started in 
the vang~ard of d~instituti~nalization efforts in its own jurisdiction but was launched, 
c0n:tpar~tIvely, qUIte late .1I~ terms of the evolution of community-based programs 
natIonWIde. In fact, TransltI~nal Center, whi~h w~s opened in June of 1978, is appar
ent~y the only formal alternative program for Juvemle offenders in the entire Jefferson 
ParIsh. At the time of our site visit, the use of such programs for delinquents was 
apparently not widespread in Louisiana. 

O~ the four nonresid~ntial programs which were second generation in origins, two 
(Katah~m and Key Trackmg Plus) emerged in states (Minnesota and Massachusetts 
respectIvely) which have developed national reputations as forerunners in the earl; 
eff{)~ts to develop community-based alternatives for juvenile offenders. Katahdin waS" 
dev~loped in Mi~neap?lis in 1978 in response to a perceived gap in community-based 
ser~lces already ~n eXIst~nce. In that locality most alternative programming had been 
desI~ed to prOVIde reSidential plac~men.t for delinquents. The appearance of Key 
Track~ng Plus as a second generatIon m Massachusetts' alternative programming 
experIm~nt resulted from a collaborative effort between the program's parent 
c.orporabon and the Department of Youth Services with the goal of adding an innova
tIve element. 

. The two .remaining nonresidential programs with second-generation origins 
(VIable AlternatIves and Project Vision) also arose in states (Florida and Connecticut 
l'espectively) where deinstitutionalization efforts can be traced to the end of th~ 
19?Os •. T~ese ~tat.es were P!lrt of that group which were involved in the first wave of 
demstItu.tlOnalizabon experIments. In the case of Viable Altel'natives, the par~~nt 
corporation was alrea~y oper~ting six other co~munity-based programs for delinquent 
youngsters, representIng a Wide range of services and distinct offender populations. 
The effort to develop such networking originated with the Department of Health and 
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Rehabilitative Services conducting community-based experiments as early as 1969. 
The de"elopment of Project Vision in New Have~, Connecticut,. vo:as tied t? a 
uircumstance just cited in the discussion of Katahdm. The recogmtion by varIOUS 
organizational actors that a gap in alternative services e~isted and cOuld. best be 
remedied with the creation of a day treatment program desIgned for a speClB! po~u
lation set the stage for Project Vision's emergence. A!tho~gh a numbe~ o~ r~SI?ential 
alternativ\~s for seriously delinquent youngsters had arIsen m the local JurIsdIction, no 
program tl'eating these kinds of offenders but allowing them to remain. in their own 
homes had been designed. In this instance a very early model (CommunIty Advance
ment Progr.am) from the neighboring state of Massachusetts was selected for 
implementation. 

In looking at the generational pattern of these nonresidential programs from ~e 
perspective of two other aspects of their origins: the col1aborative/~onco}la~ora~Ive 
dichotomy and the elite/grass-roots dichotomy, we f?und the folloWII?g dlstrlb~tlo?: 
Of the two first-generation programs, Copper Mou,:tam was .col~abo~a~lve and elite m 
origins while Tl~ansitional Center was noncol1aboratlve and elite I~ orIgInS. Of the. four 
second-generation programs, three (Project Vision, Key TrackIng Plus, and Viable 
Alterna.tives) were collaborative and elite in origins while the fourth program 
(Katahdin) was b\')th noncollaborative and grass roots in origins. 

COMPARISON OP FACTORS IN THE ORIGINS OF THE ELEVEN PROGRAMS 

In looking at all eleven programs with respect to the distribut~on of. th~ pri~cipal 
variables in origins discussed to this point, one finds the follOWIng dIstrIbutIOn of 
characteristics. 

TABLE 8 

DISTRIBUTION OF PRINCIPAL CHARACTERISTICS 
ACROSS THE GENERATIONAL FACTOR 

Total Number of Program~; 

Residen tial/N onresiden tial 
Dichotomy 

Elite/Grass Roots 
Dichotomy 

Collaborative/N oncol
laborative Dichotomy 

First Generation 

5 programs 

3 residential programs 
2 nonresidential 

programs 

2 elite, collaborative 
programs 

2 grass roots, noncol
labor'ative programs 

1 elite, noncollabora
tive program 

Second Generation 

6 programs 

2 residential programs 
4 nonresidential 

programs 

5 elite, collaborative 
programs 

1 grass roots, noncol
laborative program 
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Probably the most interesting aspect of this distribution of characteristics concerns 
the patterning of the elite grass-roots and collaborative/noncollaborative dichotomies 
across the generational factor. Clearly, a wider range in combination of character
istics occurred in first-generation programs. Although the two elite, collaborative 
efforts in the first generation were divided into a residential (Esperanza) and a non
residential program (Copper Mountain), both were alternatives launched in the state of 
Utah. In contrast, both of the grass-roots, noncollaborative efforts in the first 
generation (Vindicate Society and ARC) were residential. In terms of second
generation efforts, five programs were elite, collaborative efforts, and only one 
program was a grass-roots, noncollaborative effort. Of the five collaborative efforts, 
tw~ we~e residential. programs (PORT and Florida Keys Marine Institute--the only 
reSIdentIal programs In the second-generation grouping), and three were nonresidential 
programs (Key Tracking Plus, Viable Alternatives, and Project Vision). The second
generation program which fell outside of both patterns (grass roots and noncollabora
tive) was nonresidential (Katahdin). 

Finally, in discussing the origins of these programs from a generational perspec
tive, it is crucial to realize that in most instances, whether the program was a first-or 
second-generation effort, it was usually the only alternative designed for the serious 
juvenile offender to have been introduced in its jurisdiction. This fact caused most 
such efforts to have a pilot project aura about their emergence. Only in the case of 
the development of two second-generation serious offender programs were there clear 
antec~dents in ~he local support environment, namely Katahdin in Minnesota and Key 
TrackIng Plus In Massachusetts. Yet, the fact that both were nonresidential and 
necessarily innovative in nature also produced an air of experimentation about their 
creation. Certainly the lateness in emergence of all nonresidential programs points to 
the innovative quality which must have characterized all of these efforts. 

THE CATCHMENT AREA 

The next variable to be examined from the realm of issues regarding these 
programs' environments and origins is the nature of the catchment area. In ea.ch 
program. we visited, we found, not surprisingly, the presence of guidelines governing 
where clients could be drawn from. For our purposes we will label this as the formal 
catchment area. Sometimes programs will receive clients from all parts of these 
carefully delineated zones of origin, but often, referrals are regularly received from 
only certain parts of the total catchment area. We are labeling this area of actual 
r~ferral as the primary service area. In the two following tables are presented the 
nature of these arrangements foI' both residential and nonresidential programs. 



,1' 

;1 
I 

------------------~--~~ 

-59-

TABLE 9 

THE GEOGRAPHIC STRUCTURING OF REFERRALS: 
- RESIDENTIAL PROGRAMS 

Program 

1. Florida Keys Marine 
Institute 

2 • Esperanza Para 
Manana 

3. ARC 

4. Vindicate Society 

5. PORT Boys' Group 
Home 

Formal Catchment Area 

Dade and Monroe 
Counties 

State of Utah 

26 counties in 
Central Pennsylvania 

State of New Jersey 

Dodge, Fillmor.e, and 
Olmstead Counties 

TABLE 10 ---

Primary Service Area 

Dade County, especially 
the Greater Miami Metro
politan Area 

Salt Lake City, Ogden, 
and Provo 

The 8 counties which have 
been referring regularly 
since 1978 

Urban areas in New Jersey 
outside of Essex County 
(city of Newark) 

Olmstead County, espe
cially the city of 
Rochester 

THE GEOGRAPHIC STRUCTURING OF REFERRALS: 
NONRESIDENTIAL PROGRAMS 

Program Formal Cliltchment Area 

1. Project Vision New Haven County 

2 • Katahdin Hennepin County 

-

Primary Service Area 

The Hill and Dixwell 
communities in the aity 
of New Haven 

Inner city Minneapolis 

Program 

3. Copper Mountain 

4. Viable Alternatives 

5 • Key Tracking Plus 

6. Transitional Center 
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TABLE 10 (Continued) 

Formal Catchment Area 

State of Utah 

Pinellas Coun ty 

Region I of DYS's 
Statewide Organi
zation (Western 
Massachusetts) 

Jefferson Parish 

THE FORMAL AREA: RESIDENTIAL PROGRAMS 

Primary Service Area 

Salt Lake County which 
consists primarily of 
Salt Lake City and Murray 

The 10 square miles of 
St. Petersburg surrounding 
the program site 

Greater Springfield/Holyoke 
Metropolitan Area 

Jefferson Parish 

With respect to the size of the formal catchment areas, the residential programs 
varied enormously. Two of the programs (Esperanza and Vindicate Society) had 
mandates to accept juvenile offenders from anywhere in their respective states of 
Utah and New Jersey. ARC also possessed a large formal catchment area consisting of 
twenty-six counties in central Pennsylvania. This area was isomorphic with the central 
region of the state's Department of Public Welfare, which exercised authority over 
juvenile correctional facilities and programs. Florida Keys Marine Institute and PORT 
Boys' Group Home had considerably smaller formal catchment areas, with the former 
theoretically drawing youngsters from Dade and Monroe Counties in south Florida and 
the latter from Dodge, Fillmore, and Olmstead Counties in southeast Minnesota. 

Each of the formal catchment areas for the five residential programs contained a 
mix of urban and rural settings. Four of these programs (Esperanza in Salt Lake City, 
ARC in Harrisburg, Vindicate SOCiety in Newark, and PORT in Rochester) were 
actually located within the city boundaries of the largest urban locality in the formal 
catchment area. The remaining program, Florida Keys Marine Institute, was located in 
the city of Key West, but the largest metropolitan area from which clients were 
drawn, the city of Miami, was located 160 miles north at the he:ad of the Keys. 

THE PRIMARY SERVICE AREA: RESIDENTIAL PROGRAMS 

None of the residential programs had primary service areas which corresponded 
exactly with the formal catchment areas. In the case of the two programs which had 
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statewide formal catchment areas (Esperanza and Vindicate Society), clients were 
drawn overwhelmingly from a smaller set of geographical locations within these states. 
Ninety percent of Esperanza's clients come fro~ the cities of Salt Lake and Ogden, 
and the remaining 10 percent came from the CIty of Provo. Most of the severely 
delinquent Hispanic youths in Utah resided in these three urba.n areas. The vast 
majority of Vindicate Society's clients come from urban settings m New J~rs~y ot~er 
than Essex County, which consists primarily of the city of Newark. ThIS SItuatIon 
represents a radical change from the initial geographical mix of client~ !ro~ the 
primary service area which coincided closely with the referral pattern speCIfIed m the 
definition of the f~rmal catchment area. The original mix of clients consisted 
approximately of 57 percent from Newark, 23 percent from e~ewhere in Essne~ ~~unty, 
and 20 percent from elsewhere in New Jersey. Reasons behmd a marked ohlft m the 
primary service area will be discussed in more detail later in this section. 

The remaining three residential programs, which had smaller formal ?atchment 
areas consisting of specified numbers of counties, tended .to draw most clients fr?m 
only one or several areas within the larger county designatIons. For example, FI~rIda 
Keys Marine Institute's primary service area consisted of only Dade County (especIally 
the Greater Miami Metropolitan Area) in spite of the fact that Monroe County had 
been included in the formal catchment area. This divergence in referrals primarily 
reflected the fact that the juvenile courts in Monroe County (consisting of all the 
Florida Keys) l\djudicated as delinquent only those youngsters whose cases were 
extremely severe in terms of presenting offenses. Based upon the degree of 
seriousness of these cases, most adjudicated juvenile offenders in Monroe County who 
had been committed to the custody of HRS were only eligible for placement in the 
state's juvenile training school. This situation rep~esents an exampl~ of regional ~alues 
and customary cour't practices affecting dramatIcally the structurmg of the prImary 
service area of one of the programs in our sample. 

ARC's primary service area consists of those eight counties (Dauph~n, Lance~ter, 
Cumberland Lehigh, York, Franklin, Lackawanna, and Centre) from WhICh all clients 
have been r~ferred ov(~r the past several years (1978 to 1980). Prior to that time (1976 
to 1978) a few clients had been drawn from some of the other counties in the fo;mal 
catchment area. Clients currently participating in the program come from a mIX of 
urban, small-town, and rural settings. 

In the case of POEtT, the primary service area is Olmstead County where the city 
of Rochester is located. In fact, at the time of our site visit all clients had been 
residents of Rochester prior to their placement in PORT. 

THE FORMAL AREA: NONRESIDENTIAL PROGRAMS 

With respect to the~ size of the formal catchment areas, the nonre~idential pro
grams also varied enormously. Only one of the programs (Copper Mountam Adolescent 
Day Treatment Center) had a mandate to accept clients from anywhere in the entire 
state. In addition, only one of the programs (Key Tracking Plus) had a for~al 
catchment area designated as multicounty. This area corresponded to the boundarIes 
of Region I of DYS. 

I 
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The other four nonresidential programs possessed formal catchment area.s con
sisting of a single county (or, as in the case of Transition Center, its equivalent under 
the Napoleonic code, the parish). The formal catchment area of Project Vision was 
New Haven County; Katahdin's was Hennepin County; Viable P,"t.ernatives' was Pinellas 
County; and Transitional Center's was Jefferson Parish. It i~ important to note that 
with the vast majority of the programs-both residential and nonresidential-the 
defining unit for the catchment area is the county, a fact suggesting that in almost all 
programs the judicial machinery for processing delinquent youngsters was also defined 
by county. Juvenile courts tend to be embedded in some apparatus of the county level 
of government, although there are exceptions. 

Formal catchment areas for only two (Copper Mountain and Key Tracking Plus) 
of the six nonresidential programs contained a mix of urban and rural settings; in both 
instances clients were referred to the programs from rural areas only on rare 
occasions. The remaining four programs (Project Vision in New Haven, Katahdin in 
Minneapolis, Key Tracking Plus in Springfield, and Transitional Center in the Greater 
New Orleans Metropolitan Area) were located within the city boundaries of the largest 
urban locality in the formal catchment area. It should be noted, however, that Transi
tional Center' is, technically, located in a satellite .community of New Orleans directly 
across the Mississippi River on "the West Bank." Demographically, this locality is 
essentially identical with New Orleans with respect to violative behavior on the part of 
juveniles. 

THE PRIMARY SERVICE AREA: NONRESIDENTIAL PROGRAMS 

None of the nonresidential programs had primary service areas which corre
sponded exactly with the formal catchment areas although Transitional Center seemed 
to draw clients from most of Jefferson Parish. This service area included neighbor
hoods on both the east and west sides of the Mississippi River. Clients who were 
coming from the east side of the river were eligible for participation, however, only if 
they resided in those parts of the Greater New Orleans Metropolitan Area lying outside 
of Orleans Parish, which contains most of the city proper. Of the other nonresidential 
programs which !,?ossessed single-county formal catchment areas (Project Vision, 
Katahdin, and Viable Alternatives), all seemed to draw their clients primarily from 
small surrounding areas not extending more than several miles in radius. For example, 
the primary service area for Project Vision is the Hill and Dixwell neighborhoods in the 
city of New Haven. They are both economically deprived, inner-city areas lying side 
by side, with the program's being located in the northwest sector of the Hill 
community. In the case of Katahdin, the primary service area is two inner-city 
neighborhoods on the near south side and north side of Minneapolis within several miles 
of the location of the program. The primary service area for Viable Alternatives is the 
ten-square-mile zone of St. Petersburg surrounding the program. 

The two remaining nonresidential programs which had larger formal catchment 
areas (Copper Mountain and Key Tracking Plus) possessed primary service areas which, 
in each instance, consisted of several urban localities. In the case of Copper Mountain, 
clients were usually drawn from either Salt Lake City or Murray, Utah. In the case of 
Key Tracking Plus, clients were usually drawn from Springfield or Holyoke. These two 
localities were contiguous and together constituted the Grea.ter Springfield/Holyoke 
Metropolitan Area. 
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COMPARISON OF FORMAL CATCHMENT AREAS AND PRIMARY 
SERVICE AREAS FOR THE ELEVEN PROGRAMS 

f ith respect to the formal catchment 
In comparing ~he total atrrika~ 0 P~~:~~~lSW%h the exception of Copper Mountain 

area one qUIckly dIscerns a s r mg pa d t . all to have smaller 
and Key Tracking Plus, the nonre~ide~:a;!~~~~~~ ~~~~a'mf.IC Thf; feat~re of t~e 
formal catc?m~nt areas than tdid toss the two major program types IS shown m 
distribution m SIze of catchmen area acr 
the following table. 

TABLE 11 

SIZE OF FORMAL CATCHMENT AREA 

Scale of Referral Residential Program Nonresidential Programs 

Statewide 1- Esperanza 
2. Vindicate Society 

1. Copper Mountain 

Multicounty 1. Florida Keys Marine 
Institute 

1. K~j' Tracking Plus 

2. ARC 
3. PORT 

Single County 
1. Project Vision 
2. Katahdin 
3. Viable Alternatives 
4. Transitional Center 

. h considers the fact that clients for non-
The pattern is perfectly logICal w tendo~ley between their homes and the program as 

. d tial rograms have to commu e al 
~~~o:~ to ~lients of residential programs who have no travel problems. . 

In looking at all eleven ~ro~ran.ts with respect to the size of the primary service 
area, one sees the following dIstrIbution. 

-------------------------------.---------------.--------------------~-------------------------. ~ 

I· 
1 

I 

Scale of Referral 

Statewide 

Multicounty 

Single Co~ty 

Smaller Units 
(such as imme
diate neighbor
hoods) 
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TABLE 12 

SIZE OF PRIMARY SERVICE AREA 

Residential Programs 

1. Vindicate Society 

1. Esperanza 
2. ARC 

1. Florida Keys Marine 
Institute 

Nonresidential Programs 

1. Copper Mountain 

1. Key Tracking Plus 
2. Transitional Center 

1. Project Vision 
2. Katahdin 
3. Viable Alternative 

The nonresidential programs tended, typically, to have smaller primary service areas 
than did the residential programs. Furthermore, in the case of the primary service 
area the size of the referral zone was even smaller for the nonresidential programs. In 
half of these programs the referral zone consisted of those neighborhoods immediately 
surrounding or within several miles of the program site. 

A final substantive comment concerning these matters of formal catchment/pri
mary service areas must be made. Only in the case of one program, Vindicate Society, 
did a marked change occur in the dimensions of the primary service area between the 
time of the program's founding and our site visit. This change alluded to earlier seems 
to have been the result of a dispute between the program's administrators and juvenile 
justice officials from Essex County; the dispute led to the program's not receiving 
referrals from its own home base of Newark. The original mandate, consequently, 
seems largely lIDl'ealizable. 

FISCAL ISSUES IN PROGRAM PLANNING AND OPERATION 

The next set of variables to be compared across both residential and nonresi
dential programs are derived from the sphere of program start-up and operation 
related to fiscal affairs. Variables which will be examined include (1) annual operating 
budgets, (2) sources of funding, and (3) public/private status of programs. 
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THE ANNUAL OPERATING BUDGET 

. First in this set of ~ariables is the annual operating budget. Whenever possible, 
we wIll present the operatmg budgets for the calendar year of 1979 since that year was 
selected as our principal temporal baseline in data collection procedures for all eleven 
site visits. This examination of operating budgets will be extended to include per diem 
costs. In this way one can gain some sense of the comparative costs of the two types 
of programs with respect to the rate of expenditure for individual clients. Given the 
wide variation in number of clients served by different programs, that analysis is 
essential. 

Residential Programs 

There is a broad range of variation in the costs of residential programs both in 
terms of total annual budgets and per diem expenditures. This variation is shown in 
the following table. 

TABLE 13 

ANNUAL OPERATING BUDGET: RESIDENTIAL PROGRAMS 

Yearly Budget Per Diem 
Program for 1979 Costs 

1. PORT Boys' Group Home $ 52,360 $23.05 

~. Esperanza Para Manana $ 100,000 $36.00 

3. ARC $ 240,667 $80.00 

4. Florida Keys Marine $ 254,711 $40.62 
Institute 

5. Vindicate Society $ 530,000 $30.00 

~in?.:: per diem co~t is the most accurate indicator of how expensive an 
mdividual program IS, ARC was, by far, the most costly residential program 
we visited. Given the number and intensity of services provided in that 
program, this fact is not surprising. The per diem costs in the other four 

1 
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residential programs varied onI b . 
expensive and Florida Keys Marin~ In;ti:utto~a~ of $17.57 with Port being the least 

e emg the most expensive next to ARC. 

Nonresidential Programs 

. ~s was the case with the set of residential 
varIatIon in the costs of nonresidential ro prog!,ams, there is a broad range of 
and per diem expenditures. This variatign i~r~~s b~ththm tferms ?f total annual budgets 

wn m e ollowmg table. 

TABLE 14 

ANNUAL OPERATING BUDGET: NONRESIDENTIAL PROGRAMS 

Program Yearly Budget Per Diem 
for 1979 Costs 

1. Project Vision $ 84,500 $ 4.22 
2. Viable Alternatives $ 93,776 $ 6.93 
3. Katahdin $ 123,800 $42.00 
4. Transitional Center $ 142,739 $24.00 
5. Key Tracking Plus $ 185,000 $42.00 
6. Copper Mountain $ 210,000 $31.94 

In terms of per diem costs, Katahdin and Ke . 
nonresidential programs, a not surprisin f y T~ackmg Plus were the ?lost expensive 
these programs. Of the total set of Sixg act ~Iven. the range of serVIces offered by 
and Viab!e Alternatives) had extraordina!'i~~~r:~I~:~t~~~rogr?ms~ t~o (Project Vision 
Alte!natIves, this could be explained- fu'-1a.a.Cn J:I"'~ \,aClil COSts. m the case of Viable 
s.::rvices were made available to cli t f rge part by the fact that a number of 
WIder organizational umbrella of Juv:n.: ~ee ~f charge from other programs in the 
same facility. However, in the case o;~ e . ervIc~~ Pro.gr~m .In~., operating out of the 
a seyerely delinquent client population c~o~ect VISIon! It IS ~Ifficult to lmderstand how 
serVIces at such a low per diem cost. u d be provIded WIth a very intense level of 
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SOURCES OF FUNDING 

The next budgetary variable to be examined is sources of funding •. In terms of 
this variable we are concerned primarily with the principal source of ~undmg for eac~ 
of the eleven programs during the calendar year of 1979, although auxIllar~ sources 0 

funding will also be noted. In addition, we will explore the extent to WhICh and. the 
ways in which the principal sources of funding for these programs have changed smce 
their inceptions. 

RESIDENTIAL PROGRAMS 

During 1979 three (Florida Keys Marine Institute, ARC, and Vindicate Society) 
of the five resid~ntial programs were supported primarily by some element of state 
gov.ernment while one program (Esperanza) was supported totally through a federal 
grant, and the remaining one (PORT) was supported primarily by an agency of the l~al 
county government. Of the state government-supported programs! !KIYII was b.emg 
fundleid primarily by the Florida Department of Health and RehabIlItative SerVIces, 
which provided 77 percent ($196,127) of the total bud~et; the C~unty Boar~ of 
Education paid 16 percent ($40,754) of the total, and prIvate contrIbutors provIded 
7 percent ($17,830) of the total through donations. In the case of ARC, a ~)Urchase:>f
serviice arrangement with the eight counties in central Pennsylv~ma referrmg 
delinquent youngsters to the program was the principal source of fundI!lg. However, 
the Pennsylvania Department of Public Welfare reimbursed these counties for 75 ~er
cent of their costs, so that state government was the pri~ci~al source of momes. 
During 1979, the state's share amounted to $180,500. The thIrd s.t~t~-funded pr~ram, 
Vindicate Society, received $480,000 from the New Jersey DIVISIon of youth and 
Family Services out of a total budget of $530,000. Smaller sums came from seve:al 
small private foundations, which supplied $20,000, and the County Boa~d of Edu~ation 
reimbursed the program in the amount of $30,000 for meals served to clIents. 

Of the two remaining programs, Esperanza was supported entirely by a grant 
from LEAA in the amount of $100,000. This money had b~en ch~nele~ througl: the 
state planning agency to the Utah Division of Family SerVIces, WhIch d~spersed It to 
the program through the mechanism of CATY. In 1979, Esperanza was m the second 
year of the three-year LEAA grant upon the expiration of which the state government 
would have to make some decision about whether or not to .abso:b t~e cost. of 
Esperanza. The last residential program, PORT, was su~ported prImarIly WIth fundmg 
provided by the Olmstead County Department of SOCIal SerVIces. ~u~ of a t?tal 
budget of $52,360 in 1979, this agency supplied $48,360. The rem~mmg fund.mg, 
$4,000, came from state government through the Minnesota CommunIty Corrections 
Act. 

Among the five residential programs, three (ARC, Vindicate Society, and Espe
ranza) had been funded by LEAA grants at the time l70f ~eir. ince~tion. One of the 
programs (Esperanza), which is quite new (March 19! 8) IS still bemg funded b¥ the 
federal government. The other two programs previously funded by LE~A were plc~ed 
up by agencies of state government. In contrast, both PORT and FlorIda Keys Marme 
Institute have continued to be supported by their original funding sources • 

---------~--.--......-----------.~--.---~--
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NONRESIDENTIAL PROGRAMS 

D?I'ing 1979, .five (~r~nsitional CeD;ter, Viable Alternatives, Copper Mountain, 
K~tah~m, and Project VIsIOn) of the SIX nonresidential programs were supported 
prImarIly through federal, LEAA funding, and the remaining program (Key Tracking 
Plus) was supported totally through funding from an agency of state government. Of 
the LEAA-supported programs, Transitional Center was operating on the second year 
of a three-year grant. Of the total budget of $142,739 in 1979, LEAA provided 
$79,437; state government provided matching funds in the amount of $50 326- and 
Jefferson Parish supplied $12,976 in matching funds. Viable Alternatives was ~ec~iving 
$74,476 from LEAA out of a total budget of $93,776. TIle County Juvenile Welfare 
Boar? provided ma.tc~ing .funds in the amount of $3,800; the County Board of Education 
provIded $~2,000 m m-kmd teaching services; and CETA supplied $3,500. Federal, 
L~AA momes w.ere only available for the program through the end of 1979 and in 1980 
V.Iable AlternatIves closed since no decision had been made at that point in time by 
eIther state or ~ocal government about assuming fiscal responsibility for the program. 
Copper Mo~ntam. was also being funded primarily with an LEAA grant. Like 
Esperanza, .It was m the second year of a three-year grant being channeled through the 
state planmng agency to the Utah Division of Family Services. In a budget of $210,000 
the LEAA g~ant provide.d 77 percent ($161,700) of the total; the county mental health 
system. provIde.d matchmg funds in the amount of $8,400; and the State Board of 
Education provIde~ $40,000. L!kewise, Katahdin was being supported primarily by an 
LEAA grant. ThIS grant provIded approximately 99 percent ($118 334) of the total 
?U~g7t of $123,000.. The remainder of the funding came from sm~l donations from 
m~Ividuals, fund r.aIse~s, and private foundations. In 1979, Project Vision was also 
bemg supported prImarIly by an LEAA grant. In the second year of a three-year grant 
federal mon~es amounted t? $54,000 in a total budget of $84,500. The city of NeV: 
Haven provIded $19,000 m matching funds which came from the Community 
Development Act, another federal granting program. A local private source the New 
Haven Foundation, provided $12,500 to pay the salary of one teacher. ' 

!he one nonresidential program supported by funding other than federal was Key 
Tra~kmg Plus. This pr?gram received its entire operating budget from a purchase-of
serVlce arrangement WIth an agency of state government the Massachusetts Depart
ment of Youth Services. This budget amounted to $189,000 in 1979. 

Since .the nonresi?ential programs as a group had emerged quite recently, most 
(Key Trackmg Plus bemg the only exception) were still being funded by the same 
source, namely the f~deral government, as at their inception. Important decisions 
about t~e f:uture fundmg of these programs will occur within several years following 
the expIratIon of the LEAA grants. In fact, one program (Viable Alternatives) had 
already been forced to close once LEAA monies were no longer available. 

PUBLIC/PRIVATE STATUS OF PROGRAMS 

The last fisc:al varia~le t~ be examined is the public/private status of these 
programs. In lookmg at thIS varIable, we will be especially concerned about whether 
the programs are autonomous organizations or are part of larger, umbrella operations. 
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RESIDENTIAL PROGRAMS 

All five of the residential programs are private, nonprofit corporations. In 
addition, four (PORT Boys' Group Home, Florida Keys Marine Institute, Esperanza Para 
Manana, and ARC) of the five programs are part of a larger corporate umbrella. In the 
case of one of these programs, Florida Keys Marine Institute, this affiliation is with a 
quite large, statewide corporation, Associated Marine Institutes. The remaining three 
programs which operate under larger organizational umbrellas (PORT Boys' Group 
Home under the auspices of the PORT Programs Inc., Esperanza Para Manana under 
the auspices of the Institute of Human Resource Development, ARC Residential 
Treatment at Woodlawn under the i':luspices of Alternative Rehabilitative Communities) 
are part of corporations currently operating only in the local communities in which 
these programs are located. None are operating as part of a system on the scale of 
Associated Marine Institutes in Florida. 

NONRESIDENTIAL" PROGRAMS 

Five (Key Tracking Plus, Copper Mountain Adolescent Day Treatment Center, 
Viable Alternatives, Katahdin, and Project Vision) of the six nonresidential programs 
are private, nonprofit corporations. Only Transition Centel', which operates under the 
auspices of the Jefferson Parish Juv~nile Court, is a public agency. Of the five 
privately operated nonresidential programs, three (.Key Tracking Plus, Viable Alter
natives, and Project Vision) are part of a larger corporate umbrella. In the case of one 
of these programs, Key Tr.acking Plus, this affiliation is with a quite large, statewide 
corporation, Key Program Inc. The other two programs which operate under larger 
organizational umbrellas (Viable Alternatives under the auspices of Juvenile Services 
Program Inc. and Project Vision under the auspices of the New Haven Boys' Clubs Inc.) 
are part of corporations currently operating only in the local communities in which 
these programs are located. N either is operating as part of a system on the scale of 
Key Program Inc. The two primarily operated nonresidential programs which are not 
part of a larger corporate umbr'ella are Copper Mountain and Katahdin. It should be 
noted that the organizational for.mal for Copper Mountain is unique among all eleven 
programs. Although the principal contractor is Copper Mountain Mental Health 
Services (a public agency), the collaboration which involves several other agencies as 
subcontractors is handled as a private enterprise. 

COMPARISON OF FISCAL ISSUES ACROSS THE ELEVEN PROGRAM~ 

It is significant to note that out of a total of eleven programs start-up funding 
for eight of them (Vindicate SOCiety, Esperanza Para Manana, ARC, Transitional 
Center, Viable Alternatives, Copper Mountain, Katahdin, and Project Vision) had corne 
from federal, LEAA grant programs. In t.he case of the other three programs, two of 
them (Florida Keys Marine Institute and Key Tracking Plus) were parts of larger, 
statewide corpor3.tions which had alJready been engaged in providing alternative 
programming for delinquent youngsters for several years. The third program (PORT 
Boys' Group Home) was part of a local service umbrella, PORT Programs Inc., which 
itself had been launched some years ellrlier partially with fedelral monies. Although 
the fate of many of these programs is still unclear due to the current financial pinch in 
funding human service activities throughout the U.S., the role of the federal 
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government as a c.J,talyst in promoting the establishment of community-based 
alternatives fol' serious juvenile offenders is clearly evident. 

Equally important in the financial structuring of these programs is the fact that 
ten of the eleven programs were initiated as private, nonprofit efforts. This feature is 
consistent with most sentiments expressed in professional and academic circles about 
the kind of auspices offering the best chances for success in treating this difficult 
delinquent population. These recommendations favoring private sponsorship and 
operation argues that a higher level of innovation and personal commitment usually 
occurs in such settings. In the case of the one program which operated in the public 
domain, Transitional Center, conscious efforts had been made by the parent agency, 
Jefferson Parish Juvenile Court Services, to avoid much of the organizational red tape 
and staffing constraints usually associated with civil service guidelines and regulations. 
An attempt had been made to retain the flexibility often characterizing private sector 
activities. 
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CHAPTER \f 

CLIENT MOVEMENT INTO PROGRAMS: SOURCES OF REFERRAL, 
INTAKE CRrrERI~, AND CLIENT PROFILES 

A numbf3r of factors play roles in the movement of youngsters into community
based programs for serious juven.i1e offenders. In this section of the report we will 
examine thre:e distinct sets of such factors. First, there are those actors, usually 
organizationf.ll in nature, which are located in the jurisdictions of these programs and 
serve as primary referral sources. Usually, when referral is made by such an actor, the 
client enters the program with a specified legal status denoting the nature of his/her 
relationship with the referral source. Second, there are frequently a set of intake 
criteria, more or less precisely expressed, which indicate what kind of clients the 
program hilS been designe1 to serve. Statutory guidelines defining which youthful 
offenders lire to be retained for treatment in the juvenile justice system playa major 
role in shaping such criteria. Third, there are client profiles which reveal what 
categories, of juvenile offenders in terms of age, gender, race, and criminal behavior 
are actually moving into these programs. 

SOURCES OF REFERRAL: REFERRING AGENCmS 
AND LEGAL STATUSES OF CLIENTS 

In addressing the general topic of sources of referral, one encounters two distinct 
though clearly related issues crucial to any discussion of these matters. The first and 
more obvious is the nature of the referring agencies. In those jurisdictions where the 
eleven r;>rograms were located, individual/multiple organizational actors regularly 
channt31ed to them juvenile offenders over whom they held legal responsibility. 
Depending upon the specific jurisdiction, such organizational actors might operate a.t 
the 100cal, county, or state level. 

The second issue of concern in the referral process is the legal status of these 
juvenile offenders with respect to the particular actor who is working the program 
refe'rral. In the case of each offender, this designated status is supposedly an objective 
refllaction of the behaviors leading to his/hel' formal processing in the system. This 
factor of legal status is often informative about the relative severity of delinquent 
behavior among offenders participating in these programs. 

R1ESIDENTIAL PROGRAMS 

Among the five residential programs, two (Florida Keys Marine Institute and 
ARC) receive referrals from a single source, while three (PORT, Vindicate Society, 
and Esperanza) receive them from multiple sources. (In referring to single and 
multiple sources of referral, we are primarily concerned with distinguishing between 
different types of referral sources. For example, if a program is receiving clients 
flrom several juvenile courts and nowhere else within the larger jurisdiction, we would 
classify this as a single source of referral.) 
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Amongst our residential programs, one (ARC) is an example of this kind of 
situation. ARC currently receives clients from juvenile courts in eight different 
counties of the central Pennsylvania region from which it is legally authorized to 
accept referrals. All juveniles referred to ARC have been adjudicated delinquent and 
placed on probation, with entry into the program being a court-imposed condition. 
This court order can result from two sets of circumstances: first, direct referral of 
the client to ARC at point of disposition, or second, referral to ARC after the client 
has failed to adjust in one or two other community-based placements. Failure to 
adjust at ARC usually results in commitment to a secure treatment unit. 

The other program having a single source of referrals (Florida Keys Marine 
InstitLlte) received clients only from the regional office (representing Monroe and Dade 
Counties) of District 11 of the Florida Department of Health and Rehabilitative 
Services. All juveniles referred to FKMI have been adjudicated delinquent and 
committed by the juvenile court to the custody of HRS. HRS places them in FKMI as 
an alternative to incarceration in the state training school. As an autonomous youth 
authority, HRS has the right to exercise this discretion. 

All three of our residential programs accepting referrals from multiple sources 
receive clients from two principal sources. PORT accepts most of its clients from 
juvenile courts (in Dodge, Fillmore, and Olmstead Counties) and from the Olmstead 
County Department of Social Services. On very rare occasions youngsters are referred 
to the program by school officials or parents. At the time of our site visit no one with 
this status was particip&.ting in the program. 

Juveniles entering PORT via the courts had all been adjudicated delinquent, 
placed on probation, and ordered to participate in the program as an alternative to 
incarceration. In contrast, youngsters referred by the Department of Social Services 
had rarely been charged with serious offenses; in fact, they had usually engaged in 
various misbehaviors such as truancy~ ungovernability, and runaway, qualifying them as 
status offenders. This kind of offender is referred to the program because social 
service caseworkers were having trouble maintaining them in their own homes and 
PORT Boys' Group Home was an available resource. 

Ideally, PORT aimed for a mix of approximately 75 percent juvenile court and 
25 percent social service referrals. However, during 1979, the ratio of admissions was 
almost the opposite. Out of a total of twenty-three youngsters admitted that year, 
sixteen had been sent to PORT by social services and only seven had been sent by the 
juvenile court. This reversal suggests an important change of referral policies with 
major implications for the kind of clients participating in the program. The client 
population appears to be much "softer" in terms of committing offenses than before, 
thereby raising question as to whether the program actually qualifies as a serious 
offender program at this time. 

Vindicate Society also accepts referrals from two principal sources. The vast 
majority of those accepted come from juvenile courts throughout New Jersey outside 
Essex County. (This peculiarity of excluding the program's home county has already 
been discussed.) The other source is the State Department of Corrections. 

With only a few exceptions, youths entering the program are placed there as a 
result of a court order and are on probationary status. They have been adjudicated 
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delinquent, placed on a suspended commitment status by the judge, and sent to 
Vindicate Society in lieu of incarceration. The other principal group participating in 
the program is made up of parolees from various state correctional facilities still 
legally under commitment status to the Department of Corrections. 

There are several exceptions to these patterns of referral to Vindicate Society, 
but they involve only very small numbers of clients. First, the~e are a. s~all ?um~e: of 
preadjudication cases placed in the program by the courts whIle awaItmg dIsposItion; 
these youngsters have all been charged with serious offenses. Individuals from this 
group frequently remain at Vindicate if adjudicated delinquent. Second, a small 
number of youths in the program had initially been proc~sse~ through the cour.t~ as 
status offenders. They were adjudicated as JINS (Juverules In Need of SupervIsIon) 
cases and placed in Vindicate because they lacked satisfactory home settings. In most 
instances, they had had extensive contact with law enforcement agencies and were 
thought to be in need of close supervision. Finally, an extremely small number of 
youngsters are referred directly by their parents, school officials, and welfare worker~. 
These youths must be involved in misconduct of a sufficient degree to .wa:rant theIr 
placement in a residential facility. As part of their referral process to VmdIcat~, .they 
are first directed to the juvenile court and are placed by the court on a condItional 
probationary status. 

Without exception, all offenders entering the program fall under the custodian
ship of the Division of Youth and Family Services, the state agency responsible for 
administering child welfare. Most youngsters referred to Vindicate are already under 
the jurisdiction of this agency. In cases of youths of whom this is not true, at ~h~ point 
of adjudication youths are placed under the custody of DYFS as a preco~dItlon for 
placement in Vindicate. This step is mandatory, since the program relIes almost 
entirely on DYFS funds and can accept only clients who are legally in DYFS custody. 

In the ease of Esperanza, the two sources of referral are the juvenile courts, 
which are responsible for referring most clients, and the Division of Family Services 
(DFS), which refers a smaller number of clients from the Youth Devel")pment Center 
(YDC), the state training school. 

Youngsters who are placed in this program enter under a number of ~ifferent 
legal statuses but have all been adjudicated delinquent. Among those entermg from 
the courts are youths who have been so adjudicated and sent to Esperanza with a 
"suspended commitment" to YDC. Another group from the courts have been 
adjudicated delinquent, placed on "stayed commitment" to YDC and sent to Esperanza. 
The principal difference is that in the case of "s· .. ayed commitment" if a subsequent 
offense is committed, the youth can be sent directly to YDC without another court 
hearing being required. Offenders tend to be given a "stayed commitment" status for 
community-based placement when the judge feels there is a reasonable chance of 
continued criminal misconduct on the part of the youth. Other types of court referrals 
to the program include "short-term commitments" to YDC for observation and place
ment as part of regular probation supervision. This range of legal statuses under which 
youngsters are referred by the courts represents a highly calibrated syst~m for 
assessing rehabilitative possibilities. The major practical consequence IS that 
offenders with various kinds of behavioral problems and offense histories are referred 
to Esperanza. 
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Youngsters who have been committed to the custody of the Division of Family 
Services and who enter Esperanza after serving a regular ("long-term") commitment to 
YDC enter the program as part of their parole obligation and are still under the legal 
custody of DFS. 

As a group, the residential programs-with the possible exceptionof PORT Boys' 
Group Home-seem to be serving primarily as community-based alternatives to 
incarceration. The vast majority of youngsters entering these programs have been 
adjudicated delinquent and in many cases appear to be prime candidates for placement 
in state training schools. It also seems that som~~ of the residential programs are 
seeking a blend in the client population which includes quite serious as well as minor 
cases. More details about specific mixes in chronicity, severity of individual offenses, 
and overall arrest histories will be presented in the section of the report in which we 
examine client profiles in particular programs. 

NONRESIDENTIAL PROGRAMS 
- < 

Among the six nonresidential programs, three (Key Tracking Plus, Viable 
Alternatives, and Transitional Center) receive referrals from a single source and three 
(Copper Mountain, Katahdin, and Project Vision) receiv~~ them from multiple sources. 
In Key Tracking Plus, all youths are referred by the Department of Youth Services 
(DYS), which has placement responsibilities for all youngsters adjudicated delinquent 
by the juvenile court and committed to its custody. All youngsters referred to Key 
Tracking Plus have been adjudicated delinquent, committed to the custody of DYS, and 
sent to the program as an alternative to placement in a secure treatment unit. 

All youths referred to Viable Alternatives have been placed there by the regional 
office (responsible for Pinellas County) for District 5 of the Department of Health and 
Rehabilitative Services. Technically, these youngsters are still under the jurisdiction 
of the juvenile court--given their legal statuses-but under the Florida system HRS 
has responsibility for placement. This point will become clearer in the following 
discussion of the legal statuses of this client population. 

All offenders participating in Viable Alternatives have been adjudicated 
delinquent by the court. They have been placed in the program either on a "suspended 

. commitment" or a regular probationary status with subsequent felony charge. 
Although answerable to the court for their conduct, these youngsters are handled by 
HRS for purposes of placement. As an autonomous youth authority, HRS participates 
in a wide range of activities associated with all aspects of the juvenile justice system 
in the state. Among these activities is management of the probation services, a 
function often carried by the courts. 

As wards of the court, youngsters in Viable Alternatives will only become 
officially tied to HRS if they are apprehended for another serious charge. Thus, 
although they are deeply involved with the justice system, youths in this program have 
not formally penetrated that system as far as have those youths participating in the 
other Florida program in our sample, Florida Keys Marine Institute, where they have 
been actually committed to the custody of HRS. 
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youths entering Transitional Center have all been referred by the Jefferson 
Parish Juvenile Court. As a public vendor designed especially for the use of the court 
services of Jefferson Parish and falling under its auspices, Transitional Center is 
readily accessible to its sole refelt'ral source. 

All clients entering the program have been adjudicated delinquent by the court, 
placed on probation, and court ordered to partici?ate in the program. ~ unique f,eature 
in this situation is that parents are legally obligated to cooperate wIth the program 
staff during the period of their children's participation in the program. 

, Among the three programs having multiple referral sources, Katahdin has the 
widest range of possible sources, although for practical ~urposes the program depends 
upon two principal sources. The Hennepin Count~ Juvemle Court refers most cli7nts, 
while a much smaller number enter from the Mmnesota Department of Corrections. 
An extremely small number of clients came from two other sources: ~1) in rare 
situations, a parent, a school official, or a youth already in the program WIll refer a 
potential client to Katahdin, and (2) in a similar fashion, a small !lumber of referrlWJ of 
youths believed clearly in need of tighter controls and more Intense treatment are 
channeled to the program by caseworkers with the Hennepin 90unty Department of 
Public Welfare when youths are under their supervision. 

Of those youths coming from the court, some have been adjudicated delinquent, 
given a "stayed commitment," placed on probation" an~ referred, to Katahdin as an 
alternative to incarceration; others have been adJudICated delinquent, placed on 
regullU" probationary status, and referred to the program by their probation officers. 
Adjudicated offenders referred by the Department of Corrections are legally under its 
custody and are on parole status during their participation in the program. In those 
much rarer instances when referrals have been made by parents, schools, or other 
program participants, clients have no legal status attaching them in any 'V!ay to the 
juvenile justice system. Likewise, referrals from the Department of Publlc Welfare 
have not had in many cases, official court contact. However, all referrals must meet 
the program'~ intake criteria (this issue will be explored later in this report). 

Project Vision received the vast majority of its referrals (70 percent) from the 
New Haven County Juvenile Court. The remaining 30 percent of clients are sen~ by 
the local offices of the Connecticut Department of Children and youth SerVIces 
(DCYS). However, this last group of clients must be divided jnto two groups since 
referrals come from two separate divisions of the department. This referral ~atte~n 
occurs because DCYS is responsible for child welfare as well iJS youth corrections In 
the state. 

Those youngsters entering the program from the court have been adjudica~ed 
delinquent, placed on "probation with special condition," and referred to Project ViSIon 
as an alternative to incarceration. Of the youths coming into the program thrt>ugh 
DCYS, some (20 percent of all clients) are juveniles who are under the custody of 
DCYS as a result of being officially labeled dependent, abused, or neglected. If these 
wards of the state exhibit delinquent behaviors and meet the admission criteria for the 
program but have not been referred to court for their current misbehavior, thei~ DCYS 
workers can refer them directly to Project Vision. Othe.r youngsters enterIng the 
program via DCYS (approximately 10 percent of the total in the program) have be~n 
adjudicated delinquent, have been committed to the custody of DCYS and placed In 
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Long Lane, the state's training school. As part of their parole plan, they are referred 
to Project Vision as a condition of parole. 

In the case of Copper Mountain, the referral system is the same as that described 
above for Esperanza (both programs being CATY community-based alternatives). Both 
receive clients ,from two primary sources, but the process involves a variety of legal 
statuses for clients. Most referrals are made by the juvenile court with a much 
smaller number of clients entering the program from the Division of Fa~ily Services. 

Ag~in, much the same patt7rn of legal statuses of clients in the program exists 
here as m E~peranza. One can sImply note t~at the statuses of youths entering from 
the courts I~clud~, a YDC ~uspended commItment, a YDC stayed commitment, a 
subsequent dIspOSItIon followmg a short-term commitment to YDC for observation 
and regular probationary supervision. Those entering from DFS are on parole stat~ 
following release from YDC. 

As a group, the nonresidential programs seem to serve client populations which 
could ?e characterized as severely delinquent, at least in terms of the legal statuses of 
the clI~nts. Fo~r of the pro&:rams (Key Tracking Plus, Transitional Center, Copper 
MO~TltaIn, and VIable AlternatIves) accept only youngsters who have been adjudicated 
del1nquent and are required to participate. In each instance the next step in 
processing would be further penetration into the system and co~mitment to secure 
treat~~nt, or for thvse on parole status, a return to training school. In the two 
ref!1a~mng programs (Project Vision and Katahdin), the majority of clients have been 
adJudIcated. In the case of Project Vision, 80 percent of the referrals have been 
adjudic~ted (70 percent from the courts and 10 percent from the Department of 
CorrectIons). In addition, the majority of those coming from the courts have been 
placed on a special probationary status, "probation with special conditions," and are 
clearly referred as an alternative to incarceration. Likewise, in the case of Katahdin 
m?st, clie:lts come from the juvenile court and have been adjudicated delinquent. 
Wlthm thIS group of court referrals are two categories of legal statuses "stayed 

't til d' ' co~mI men an regular probatIon. The former represents those youngsters who are 
bemg referred to the program as a last step before incarceration. 

COMPARISON OF SOURCE OF REFERRAL ISSUES ACROSS ALL PROGRAMS 

, W~en considerin&: th~ kind of delinquent populations being served by both 
reSIdentIal and nonresIdential programs, one might suppose the chances are much 
gr~ater that"serious juvenile offenders would be found in residential settings. Partly, 
thIS assumptlon reflects the fact that in residential treatment the level of control and 
supervision which could be exercised over all facets of the lives of clients can be much 
greater. In fact, the probability of finding any such offenders in day treatment 
setti~gs was quite low until relatively recent years. However, as we have just pointed 
out" It appears that at present the nonresidential programs in our sample are roughly 
eqUIvalent-at .l:ast in te~ms of the legal statuses of clients-to the residential 
progr.ams we VISIted. IrOnIcally, the program serving the least severe population in 
terms of legal status is a residential program, PORT Boys' Group Home. 

, Another rather di~ferent issue which should be commented upon in terms of the 
entire set of programs IS the extent to which they provide services for parolees. The 
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fact that the referral eligibility for some of these programs frequently extends to 
youngsters who have already been placed in secure treatment settings and are 
preparing to be reintegrated into the community causes such programs to provide "add
on," as contrasted with alternative services. This type of referral occurs in both kinds 
of programs within our sample: Vindicate Society and Esperanza among the residential 
programs; Katahdin, Project Vision, and Copper Mountain among the nonresidential 
programs. Although this referral policy obviously increases the level of severity of the 
delinquent populations being served, such practices do not technically qualify as 
alternative programming. An analysis of the performance of this group of clients 
would be extremely informative although outside the scope of the present study. 

INTAKE CRITERIA: AGE SPECIFICATIONS, LEGISLATIVE 
GUIDELINES, AND ADMISSION STANDARDS 

An examination of any set of criteria used to specify who is eligible for 
participation in a particular juvenile offender program must take into consideration 
two factors which always play some role in defining who can be officially labeled as a 
juvenile offender in that setting. These factors, both external to the operation of any 
program but instrumental in determining the structure of admissions, are: (1) the ages 
defining a youth at risk for proceBsing in the juvenile justice system, and (2) those 
statutes (commonly referred to as serious offender legislation) which enable/require 
youths who would otherwise be labeled as juvenile offenders to be processed in the 
eriminal justice system. 

THE AGE FACTOR 

That aspect of age of greatest interest in talking about serious juvenile offender 
programming is the upper age limit for defining a youth as a delinquent in a particular 
jurisdiction. As we pointed out earlier in this report (see p. 16 of The Serious Juvenile 
Offender: Statutory Concerns, Definitional Issues, and Incidence), violent behavior 
among adolescents tends to be concentra.ted in the upper age ranges of delinquent 
populations. Exactly how the age limit is set in the various jurisdictions in which 
serious juvenile offender programs are located will determine, to some extent, the kind 
of offender population eligibl~ for participation in these programs. 

TABLE 15 

MINIMUM AND MAXIMUM AGES FOR JUVENILE COURT JURISDICTION 

State 

1. Connecticut 

Minimum Age 

No specified lower age limit; 
possible for 7 year olds to 
be adjudicated 

Maximum Age 

16th birthday 
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TABLE 15 (Continued) 

State Minimum Age Maximum Age 

2. Louisana Traditionally, the 10th birth- 17th birthday 
day; recent legislation has 
removed this lower limit -

3. Massachusetts Lower age limit is 7th 17th bir·thday 
birthday 

-
4. Minnesota 13th birthday for adjudication- 18th birthday 

cannot be detained until 14th' 
birthday 

,-
New Jersey ::.J. No specified lower age limit; 18th birthday 

customary is 10th birthday 

6. Pennsylvania 10th birthd~y is legal limit; 18th birthday 

- customary IS 12th birthday 

7. Utah No specified lower age limit; 18th birthday 
customary is 12th birthday 

8. Florida 10th birthday is legal limit; 18th birthday for 
customary is 12th birthday initial entrance; 

19th birthday for 
previous adjudica-
tion 

Most juriSdi~ti?ns (five, in "Yhich eigM of our eleven programs were located) set 
as the uppe,r age limIt, the 18th bIrthday. TWI{J/ jurisdictions (two programs in total) set 
~~~i::J\:~r~~~~ bBf3 th~e upper age limit, an~ ?nly o~e jurisdiction (one program) 

, Ir ay as the upper age limIt. WIth the possible exception of 
ConnectIcut, all ~f these j!Jrisdictions retain authority over older juvenile offenders up 
to an ~ge whe~ vlo~ent cr'lme has become a widespread form of criminal misconduct 
occurrmg at qUIte hIgh ra.tes in comparison with other age groups. ' 

THE STATUTORY FA~ 

ff In every stat~, ,the nature of the legal code with respect to defining juvenile 
o ~nders. and speClfymg the procedures for processing them is crucial in determining 
WhICh serIOUS offend~~rs are retained under the jurisdiction of the juvenile court and 
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which are transferred/waived to the criminal courts for prosecution. Especially 
important to the fate of the serious juvenile offender are tl-tose parts of such codes 
which specify the circumstances under which extraordinary measures may/must be 
taken in their processing. 

Traditionally, most states had established some discretionary guidelines for 
imposing severe sanctions on those adolescents whose criminal misconduct had brought 
special attention to them. Each of the states we visited possessed some type of 
statutory guideline for the special processing of certain serious juvenile offenders. 
These guidelines, to varying degrees, influenced the patterns of eligibility for 
alternative programs. Usually, the procedures were discretionary and only infre
quently used. However, in some of these states the legislatures had recently enacted 
revisions or amendments to the juvenile code resulting in the removal of greatly 
increased numbers of juvenile offenders from the jurisdiction of the juvenile courts. 
These changes in the juvenile codes involved both discretionary and mandatory 
procedures for waiving youngsters to the criminal courts. In this section of the report 
we will examine both those traditional statutes for special processing, ones in effect in 
most of the jurisdictions we visited, and those new serious offender statutes which are 
beginning to have an impact on some of these jurisdictions. 

In those six states where new legislation had not taken effect in 1979, special 
processing of particular juvenile offenders had always been based on the use of 
discretion in deciding whether to initiate a waiver hearing. No guidelines existed for 
initiating such hearings, and only in Pennsylvania did a legislative exclusion procedure 
exist, one calling for automatic waiver only in the case of a murder charge. 

In five of the eight states visited (Louisiana-effective September 1, 1980; 
Minnesota-effective August 1, 1980; Pennsylvania-effective July 1, 1980; Connecti
cut-effective October 1, 1979; and Florida-effective July 1, 1979), recently enacted 
serious offender legislation is beginning to have an impact on determining which 
youthful offenders are retained under the auspices of the juvenile justice system. For 
the purposes of this report, we will review in detail only the legislation for those two 
states (Connecticut and Florida) where such legislation had gone into effect prior to 
our site visits and might have had some impact on the pattern of referrals to the 
programs (Project Vision in Connecticut and Florida Keys Marine Institute and Viable 
Alternatives in Flol'ida). 

In Florida, new juvenile offender legislation was passed in 1978. Among its 
provisions was one for "Direct Filing" enabling the state's attorney to move to have a 
youth with a particular offense history in combination with certain presenting offenses 
transferred to criminal court for prosecution. This is not a mandatory waiver statute 
in that the state's attorney had discretionary power whether to initiate the process. 
But the new legislation totally bypasses the juvenile court judge and places the state's 
attorney in an immensely more powerful role in the juvenile court. Prior to the 
passage of the legislation, only the judge could initiate the waiver process. The 
criteria for initiating direct filing are that the youth has reached his 16th birthday, is 
being charged with a felony, and has been referred to court twice before--at least 
once with a felony charge. The new legislation also contains provisions for mandatory 
waiver hearings for certain offenses: murder, rape, sexual battery, armed robbery, or 
aggravated assault with two previous charges. Waiver mayor may not ensue following 
the hearing. 
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TABLE 16 

. 
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STATUTES WITH DISCRETIONARY PROVISIONS FOR SPECIAL PROCESSING EFFECTIVE IN 1979 

. 
Nature of 

Nature of Non- Specified Charges Mandatory Nature of 
State mandatory Waiver Qualifying for Waiver Hear'- Legislative 

Procedures Nonmandatory ing Proce- Exclusion 
Waiver dures Procedures 

1. Louisiana Initiated by either Specified serious N one existed N one existed 
juvenile court judge crimes against-
or prosecuting persons 
attorney 

2. Massachusetts Initiated by district Crimes against per- N one existed N one existed 
attorney sons or previous 

delinquency commit-
ment 

3. Minnesota Initiated by state's N one specified None existed N one existed 
attorney 

4. New Jersey Initiated by prose- Crimes against per- N one existed N one existed 
cuting attorney sons, treason, and 

drug-related 
offenses 

5. Pennsylvania Initiated by either None specified N one existed Automatic for 
juvenile court judge murder 
or district attorney 

6. Utah Initiated by state's Any felony charge N one existed N one existed 
attorney 

*Age of eligibility had been lowered from the 16th birthday by a 1977 amendment to the juvenile code. 

~~' ------------------~------------------------------,----------------,-----------

Minimum 
Waiver 

.:a.ge 

15 years old 

14 years old 

14 years old 

14 years old* 

14 years old 

14 years old 
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In Connecticut new, serious juvenile offender legislation has gone into effect, 
containing conditions for a number of waiver procedures. Among the statutes is one 
requiring that youngsters charged with Class A felonies (index crimes against persons) 
or with any other serious juvenile offense (a wide range of crimes against persons and 
property) have a waiver hearing if the child has been previously adjudicated delinquent 
for a serious juvenile offense. The youngster must be at least 14 years of age. This 
legislation also contains a mandatory transfer clause which specifies that any youth 
referred for the commission of a murder committed after the child attained the age of 
14, or any child referred for the commission of any Class A felony (provided that child 
was "14 years old at the time ar~d has a prior adjudication for a Class A felony), or any 
child referred for a Class B felony (provided that child was 14 years old at the time the 
offense was committed and has been previously adjudicated delinquent for two 
violations of either an A or B felony) must be transferred for prosecution in the 
c'riminal court. This last statute is an ---eXample of a broadly defined, legislative 
exclusion provision. 

ADMISSION CRITERIA 

Each of the eleven pl"ograms possessed a stated set of criteria specifying what 
kinds of youngsters were eligible to participate. These criteria ranged from vaguely 
stated to highly detailed characteristics of potential clients and usually focused on the 
following features: sex, age, nature of criminal behavior (severity of offenses and 
chronicity being the principal dimensions), and automatic exclusions~ 

Residential Programs 

Among the residential programs, Esperanza had the shortest listing of conditions 
for participation. Those eligible were Hispanic males who were seriously delinquent 
and between 12 and 18 years of age. 

In the case of PORT, the criteria were male youths between the ages of 13 and 
17. Noone would be admitted who was retarded, severely emotionally disturbed, or 
chemically dependent. 

The intake criteria for Vindicate Society stated that males between the ages of 
15 and 18 who had offense histories including either index crimes against persons or 
breaking and entering were eligible. No one would be admitted who was a homosexual 
or had a history of erson. Also excluded from the program were youngsters who have 
been designated by the courts as JINS cases (Juvenile in Need of Supervision). It 
should be noted, however, that several such clients were participating in the program 
at the time of our site visit. 

The basis for participation in ARC included being a male youth between the ages 
of 15 and 18 and having been adjudicated delinquent. Automatically excluded from 
admission were arsonists, psychotics, armed robbers, and rapists (the latter two 
exclusions resulting from the nature of the zoning code in Harrisburg). 

Florida Keys Marine Institute accepted males between the ages of 15 and 18 
whose delinquent backgrounds included chronic property crimes and/or nonchronic 

i 

-82-

assaultive behavior. Also stated was the condition that clients were accepted when 
placement out of the home community was desired by the referring agency (RRS). The 
program required an agreement to participate both by parents and clients. 

In comparing intake criteria across the five residential programs, one notes that 
all of the programs provided services exclusively for males, three specified the 
admission of older adolescents (15 to 18 years of age), and three listed particular 
reasons for automatic exclusion. Only one program, PORT, made no mention of 
delinquent behavior serving as a basis for participation. 

Nonresidential Programs 

Among the nonresidential programs, Project Vision had the shortest listing of 
conditions for participation. Those who were eligible were males and females (referral 
patterns, however, indicating an almost totally male client population) under the age 
of 16 with a history of serious delinquency. 

In the case of Transitional Center the intake criteria included both males and 
fem'ales between the ages of 13 and 17. All clients must be adjudicated delinquent and 
also have been diagnosed as learning disabled or emotionally disturbed. 

The intake criteria for Key Tracking Plus specified males under the age of 17 
who had been adjudicated delinquent and committed to the custody of DYS. Special 
emphasis was placed on clients' being severely delinquent with a history of repeated 
serious offenses. A minimally viable home environment was also required. 

The basis for participation in Viable Alternatives included being a male or 
female between the ages of 13 and 17. All clients had to be adjudicated dehnquent 
with a legal status either of suspended commitment to HRS or of probation with a 
subsequent felony offense. The need for a minimally stable home situation with some 
degree of family cooperation was specified. 

Copper Mountain specified that males and females between the ages of 13 and 18 
were eligible. Clients must be willing to assume responsibility for getting to and from 
the program. Also included in the intake criteria were a series of automatic 
exclusions: exhibiting overtly aggressive, violent, or homicidal tendencies as 
determined by previous institutional behavior or offense history; actively psychotic or 
overtly suicidal; and severely handicapped or chronically physically ilL 

The intake criteria for Katahdin stated that males and females between the ages 
of 14 and 18 were eligible. Clients must be adjudicated delinquent with a history of at 
least three previous juvenile court contacts for non-status offenses and/or prior 
placement in a residential facility. A viable home setting is reqUired, and the client 
must exhibit a willingness to work on positive personal change and to continue 
educational activities. The single automatic exclusion is that the client must not be 
chemically dependent. 

In comparing intake criteria across the six nonresidential programs, one notes 
that all programs except one (Copper Mountain) make mention of delinquent behavior 
in some way constituting a basis for admission. In fact, four programs (Project Vision, 
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CLIENT PROFILES 

In discussing the kinds of Y01ll!gs.te~s who are actuall~ parti~i~~ir;cti~e~~e~~ 

~~:i~J~V?~~~f~g~~~~:e~~~~ th:!::E?'~~~:~;:;:'H::~~~ ~::;::r~ 
~~p:~~y c!~~!~. his~~ries~ ~d ~~esentid~g offenshe~. !~g~~~:~i~~:~e :i~~t~~i~~n~~t~!: 
the most crItIcal dImensIons of the emograp IC 

concerned. 

DEMOGRAPHICS 

The following table contains client demographics regarding age, gender, and 

race. 

TABLE 17 

CLIENT DEMOGRAPHICS: RESIDENTIAL PROGRAMS 

Range in Average Number ! Number 
by i by Race Program Ages Age I Gender 

Esperanza 11-15 years old 13 • 8 years old 4 males 4 Hispanics 

13-16 years old 14.3 years old 7 males I 6 whites 
PORT 

t 1 Native American 

14-17 years old 15. 6 years old 18 males I 12 whites 
I Florida Keys \ 6 blacks 

Vindicate 14-17 years old 16.0 years old 40 males \ 36 blacks 
I 3 whites 

I l 1 Hispanic I 
! 

\ 15-18 years old 
10 males 

, a whites 
ARC 16.3 years old I 2 blacks 

\ 
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Among the features evident in this table is the fact that the three programs 
(ARC, Vindicate, and Florida Keys) which specified older adolescents as an intake 
criterion are, indeed, providing services to that population. The total range in ages of 
clients participating in these programs as a group is slightly broader than was specified 
in the formal intake criteria. This discrepancy results from the fact that Esperanza 
had accepted a youngster as young as 11 years old in spite of the program's specifying 
that its lower age limit was 12 years. However, Utah possesses no specific lower age 
limit for adjudication, and it is possible for juveniles younger than 12 years of age to 
be processed through the juvenile justice system. As stated in the intake criteria, all 
of the residential programs were designed to provide services only to male clients; this 
is reflected in the above table. In addition, all of the programs contained racially 
mixed populations except Esperanza, which was designated as a Hispanic group home. 

TABLE 18 

CLIENT DEMOGRAPHICS: NONRESIDENTIAL PROGRAMS 

Program Range in Average Number Number 
Ages Age by by Race 

Gender 
-
1. 

2. 

3. 

4. 

5. 

6. 

-

Project Vision 12-16 years old 14.1 years old 27 males 27 blacks 
1 female 1 Hispanic 

Katahdin 12-17 years old 15.2 years old 10 males 6 whites 
3 females 6 blacks 

1 Native American 

Transitional Center 13-17 years old 15 .2 years old 28 males 20 whites 
3 females 11 blacks 

Viable Alternatives 13-18 years old .15.8 years old Information Not Available 

Key Tracking Plus 15-17 y~ars old 15.9 years old 11 males 11 whites 

Copper Mountain 14-18 years old 16.3 years old 13 males 12 whites 
1 female 2 Hispanics 

, 

All of the nonresidential programs except one (Key Tracking Plus) were coed, but 
in every case the client population was overwhelmingly male. Similarly, all of these 
programs were racially mixed except one (Key Tracking Plus). The racial mixes 
extended from mostly white to mostly minority. The range in ages fell within the 
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limits specified in the programs' intake criteria. Somewhat surprisingly, the average 
age of clients participating in all of the nonresidential programs was somewhat higher 
(15.4 years of age) than that of clients in the residential programs (15.2 years of age). 
This occurred in spite of the fact that three residential program!:'; had specified age 
criteria in the upper range for juvenile offenders (15-18 y-ears of ~'Se) while none of the 
nonresidential programs possessed such an intake criterion. 

CRIMINAL BEHAVIORS 

In an examination of the extent and nature of criminal behavior having been 
exhibited by clients in these programs, we will confine our inquiry to those two 
behavioral dimensions which are widely used in determining which youthful offenders 
are severely delinquent: severity of individual offense and repetitiveness of criminal 
behavior. Unfortunately, these proved to be the most difficult data of all to collect 
from the programs we visited (availability of such data is notoriously poor throughout 
the entire juvenile justice system), and in many cases we were able to obtain only 
fragmentary information. 

Residential Programs 

Most of the residential programs had client populations exhibiting a mixture of 
both crimes against persons and property. For example, although we were able to 
obtain details about referring offenses for only the eighteen most serious offenders at 
Vindicate Society, this group was severely delinquent, consisting of four youths who 
had been referred for armed robbery, six for breaking and entering, two for possession 
of a dangerous weapon, one for manslaughter, one for possession of stolen property, 
one for sexual assault, one for purse snatching, one for robbery, and one for violation 
of probation involving an original charge of assault and battery on a police officer. 
Due to the unavailability of official records, we were unable to reconstruct the 
individual arrest histories of these offenders. However, the executive director stated 
that about 60 percent of the clients in the program at the time of our visit (twenty
five youngsters) could be classified as serious offenders with histories of involvement 
in index crimes against persons and/or breaking and entering. The remaining fifteen 
clients had been referred for lesser property crimes or were JINS cases having less 
serious arrest histories. 

In the case of Florida Keys Marine Institute, we were able to obtain information 
about referring offenses and offense histories on seventeen out of eighteen youngsters 
participating in the program. Following is a breakdown in terms of the two categories 
for each of the seventeen clients: one referral for attempted robbery and aggravated 
bt:4ttery with seven prior arrests: one referral for attempted armed robbery with nine 
priors; four referrals for burglary with four, six, seven, and ten prior arrests respec
tively; one referral for burglary and theft with eleven prior arrests; one referral for 
burglary and grand theft with eight prior arrests; one referral for battery with three 
prior arrests; one referral for carrying a concealed weapon with three prior arrests; 
three referrals for violation of probation with two, nine, and eleven prior arrests; three 
referrals for violation of community control (juvenile court supervision) with two, six, 
and eleven prior arrests; and one referral for violation of a commitment placement 
with eleven prior arrests. Unfortunately, we are able to describe previous arrests only 
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in terms of number. But, there is clear evidence of chronic delinquent behavior in 
most instances. 

At ARC, there were three referrals for burglary, one for theft one for auto 
theft, one for breaking and entering, one foi' receiving stolen goods on~ for probation 
violation involving an original charge of aggravated assault and 'two for failure to 
adjust in previous program placements. While prior arrest rec~rds were not obtainable 
previous. placement da.ta indicated that all but one youngster had histories of at least 
one earlier placement. 

, Reasons for referral at PORT included one case of aggravated assault with a 
p;evlous, arrest ,for theft, one case of auto theft with a previous arrest for burglary, 
fIve SOCIal s,erVlc~ ~e~~rrals (four cases of status offenses--two instances of truancy 
an~ two of IncorrIgibIlity-and one case of deviate sexual behavior-incest) with no 
prIor records. 

In the case of Esperanza, there was one referral for burglary one for theft one 
for burglary and, shoplifting, and one for burglary of a nondw;lling along with a 
burglary of a ve~lcle. Although detailed arrest histories were not available, we were 
told that each client had had numerous previous arrests for crimes against property. 

, In comp!lring the five programs in terms of referring offenses, four (Vindicate 
SOCIety! FlorIda Key~ Marine Institute, ARC, and PORT) of the five had client 
populations characterIzed by a mixture of crimes against persons and property, 
~lthoU~h both POR,T and ARC had only one active client with a referring charge 
InvolVIng an assaultIve act. Esperanza was only serving clients who had been referred 
for property offenses. However, in terms of the overall severity of referring offenses 
PORT se,emed to occupy that spot at the least serious end of the continuum. Most 
PORT cller,tts (four of seven) had been referred by the Department of Social Services 
on, t~e baSIS o~ on~y status offenses. With respect to repetitiveness or chronicity of 
crImInal behaV:lor, Inf?rmation ,was more fragmentary. The clearest example of large 
numb~rs of clients WIth chromc contact with the courts was Florida Keys. At the 
OppOSIte ,extreme was PORT, where such information was available but indicated very 
few ?~eVIOUs arrest~ o~ the part of the seven clients. Based upon what we were told by 
admlm~trators at VIr,tdicate Society and ES£leranza, clients seemed to have had fairly 
e~te?SlVe con~act WIth the courts although l'easons for previous arrests of clients at 
VIn~lcate SOCIety were probably much more severe, with a higher incidence of crimes 
agaInst persons. 

N onresiden tilll Programs 

M?St of th~ nonresidential programs had client populations exhibiting mixtures of 
both;rlmes a~a~t persons ~d property. For example, reasons for referral at Key 
Tra~klng Plus Inc.l.uded ~ree lr,tStances of ,failure to adjust in another program (one of 
Key s other programs) WIth prIor arrests In the case of the first youth for burglary 
three charges of larceny, and two drug possessions; in the case of the second youth fo; 
two ch~rges of burglary; and, in the case of the third youth for two charges of burglary 
and a sl?gle, charge of breakIng and entering. Reasons fqr referral and accompanying 
a~rest ~Istorles for the other eight clients were: one referral for violation of probation 
WIth prIor ~rrests for larceny and two arrests for breaking and entering; one referral 
for posseSSIOn of drugs and attempted suicide with prior arrests for auto theft, 
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burglary assault and possession of a deadly weapon charge; one referral for auto theft 
and prio~ arrest; for burglary and larceny for more than $100; two referrals for auto 
theft and burglary with pr"ior arrests in the first cac;e for auto theft, burglary, larceny, 
and reckless driving and in the second case for th~ee ch~~ges ~f aut? theft, three 
charges of burglary, and larceny; one referral for fIrebomomg wIth prIor arrests for 
larceny~ malicious damage, and assault and battery; one referral .for ~sault ~d 
battery of a parent with no prior arrests; and one re~erral for p~ssession or drugs wIth 
intent to distribute and a prior arrest for conspIracy to vIolate the Controlled 
Substance Act. 

In the case of Copper Mountain we were unable to ob~a!n a. br~akdown of either 
referring offenses or arrest histories .for the you~gsters partiClpatmg I~ the pro~ram at 
the time of our visit. However, a fmal evaluation of Copper. Mo~tam, covermg the 
period from January to June of 1978, indicated that offenders I!1 thIS program wer7 the 
most severely delinquent of any of the se~en CATY alt~rnatlve programs exammed, 
based on the severity of youth offenses prIor to and durmg CATY enrollment and on 
the number of felonies committed prior to and during CATY enro1}-men~. An~ther 
evaluation covering the period from July to September of 1979, rev .. ew.ea the mIX of 
adjudicated offense types for clients occurring before progr~m enr0!lment and showed 
that 48 percent of Copper Mountain's population w~s. adjudIcated eIther for t!'espass
ing, burglary of a vehicle, damage by arson, r~ceIvmg stolen proper.ty,. the.L ~ ~der 
$100 joyriding passing a bad check, destruction of property, public mtoxlcatlon, 
cont~mpt of co'urt, or escape from custody. Twenty-nine percent of the clients were 
adjudicated either for burglary, 1theft, shoplifting, or forgery. 

At Katahdin, there were two referrals for prostitution, two for aggravated 
assault, onE~ for burglary with a previously unsuccessful placement, one for rob~el'Y 
wit:1 a previously unsuccessful placement, three others for burglary, one for multiple 
charges of robbery and assault and battery, .one for robbi:ry, one for theft, and. o~e for 
theft, possession of drugs, and assault. WIthout eX?eptlOn, all program partiCIpants 
had chronic arrest histories involving crimes agamst both persons and property. 
Included were prior arrests for charges of robbery, armed robbery, aggra~ate(j assault, 
burglary, auto theft, vandalism, and trespassing. It .shou!d .also be not~d that although 
prostitution is generally classified as a victimless m'lme, It I~ characterIzed on the part 
of these adolescents by extensive involvement in crimes agaInst persons and property. 

In the case of Transitional Center, we were able to obtain e~tensive informa~ion 
regarding the referring offenses and arrest histories of the fIfteen most serIOUS 
offenders. The referring offenses for these clients were: one case of attempted 
simple burglary, two cases of burglary, fo?r c~es of simple burglary, one case of 
attempted burglary, one case of probation VIolatIon for truancy, one case of theft, ~ne 
case of probation violation for an unspecified status offense, two cases of probatIon 
violation for unknown reasons, one case of attempted simple rape, and one case of 
battery. Although this list of offenses leading to referral does ~ot ~ppear to be ~ery 
sedous overall, an examination of their records revealed arrest hIstorIes characterIzed 
by frequent violent crimes as well as major crimes against property. These youngsters 
were, indeed, serious habitual juvenile offenders. 

Reasons for referral to Project Vision included nine cases of larceny, one case of 
arson, two cases of status offenses, one case of auto theft and possession of drugs, two 
cases of shoplifting, one case of sexual assault, one case of assault on a teacher, two 
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cases of robbery, one case of dependent and neglected (associated history of unlawful 
acts), one case of trespassing, two cases of assault and larceny, one case of larceny 
and trespassing, and four cases of larceny and truancy. All of the clients had arrest 
backgrounds characterized by multiple contacts with the courts usually reflecting a 
number of (.!rimes against both property and persons. 

Since Viable Alternatives was not in operation at the time of our visit, the 
records of eighteen randomly drawn clients were surveyed out of approximately ninety 
offenders served during fiscal year 1979/80. A review of these records indicates the 
following reasons for referral: one case of attempted robbery and battery; two cases 
of breaking' and entering; one case of armed robbery; one case of shoplifting and 
violation of community control; two cases of burglary; one case of grand theft; one 
case of petty larceny and aggravated assault; one case of two charges of breaking and 
enterin.g; one case of petty theft, loitering, and resisting arrest; one case of attempted 
petty theft and armed robbery; one case of violation of probation; one case of 
possession of drugs and burglary; two cases of violation of community control; one case 
of petty theft and armed robbery; one case of three burglaries; one case of two 
burglaries and trespassing. The offense histories, for the most part, reflected a large 
number of previous delinquency charges. Only four of the clients had less than five 
previous charges; the average number of prior arrest[A was 8.2. Most of these charges 
were for property crimes although aggravated assault and battery charges were 
present among prior offenses for seven of the eighteen clients. 

In comparing the six nonresidential programs in terms of referring offenses, four 
(Key Tracking; PlUS, Katahdin, Project Vision, and Viable Alternatives) of the six 
programs possessed a client population characterized by a mixture of crimes against 
persons and pr'operty. In the case of Copper Mountain and Transitional, both of which 
had virtually no referrals involving violent crime (one case of attempted rape in 
Transitional Center), interesting circumstances seem to lie behind these referral 
patterns. Regarding Copper Mountain, it should be noted that the profile of crimes in 
this program did not vary greatly from those of juvenile offC!nders incarcerated in the 
state training schooL The expli:U1ation to this seeming paradox is that the most 
seriously delinquent acts occurring in Utah tend to be felonies against property and not 
serious or life-threatening felonies against persons. These property crimes are much 
more widespread and generally alarming to the public than are those rare acts of 
violence committed against persons by juveniles. 

In the case of Transitional Center, the almost total lack of violent crimes against 
persons among the referring offenses in spite of the fact that the program is clearly 
directed to a serious offender population poses an interesting question. When one looks 
at the arrest histories of the group, it is revealed that numerous clients had been 
previously arrested for violent index crimes. One possible explanation is that 
somewhere in the processing of these youngsters through the court, charges were 
downgraded in order to allow them to be eligible for participation in the program. 
Since Transitional Center is the only major alternative available to the Jefferson 
Parish Juvenile Court and is also a public agency operating under the auspices of this 
court, the downgrading of charges is a reasonable strategy to reta-in certain kinds of 
offender within the jurisdiction of the local court. 

As providers of services to this delinquent population, these programs as a group 
are more appropriately meeting their mandate than are the five corresponding 
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The P
roportion of serious juvenile offenders is greater in these 

residential programs. 
programs. 

A final note must be made concerning ~hes~!~~~ec::;ori~:s~h:~::~~~:~~~ :~;~; 
programs as a whole. Alt~ough fr~gment~ry fmclients Backgrounds including crimes 
repetitive criminal behavIor on fe pa~ 0 ng the 'clients of virtually all of these 
against persons and property are oun amo 
programs. 
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CHAPTER VI 

INTAKE PROCEDURES AND SERVICE PLAN DEVELOPMENT 

In addition to the formal guidelines for admission listed in intake criteria, there 
are several other factors which are involved in deciding whom to accept for 
participation in programs for the serious youthful offender. Procedures vary 
enormously, both in the complexity of the decision~making process and in the number 
of persons participating in making the decision. With respect to the former factor, the 
decision is often made quickly after only a brief consideration of the suitability of 
potential clients, but in some cases reaching a final decision will entail a number of 

. separate steps spread over a considerable length of time. With respect to the latter 
factor, deliberations over the acceptance of the potential client will sometimes 
involve the participation of only a single staff member while at other times the 
procedure will involve a team of persons from the program, often conferring with 
individuals outside the agency. When outsiders participate in the admission process, 
they are usually representatives of the referral source. 

INTAKE 

Residential Programs 

Among the five residential programs three of them (PORT, ARC, and Vindicate 
Society) utilized a team of individuals to make the admission decision while in two 
programs (Florida Keys Marine Institute and Esperanza) the decision is made basically 
by one member of the staff. At PORT, potential clients are interviewed by the 
program's intake committee composed of the Boys' Group Home's two codirectors, 
PORT's executive director, and a representative of the agency making the referral. 
Admission of any youngster requires a majority vote of this committee. Usually, the 
decision of whether or not to admit is made within twenty-four hours after the youth is 
referred. Approximately 90 percent of all candidates for admission are accepted. 

In the case of ARC, the admission decision is made by the executive director of 
the ARC corporation with significant input from the program director and the program 
coordinator/president of the ARC corporation. With rare exception, all youths 
referred to the program are admitted. 

The decision concerning the acceptance of clients is usually made at Vindicate 
Society by an admission team composed of the program's social worker and one 
Counselor in Training (CIT). CITs, who are junior staff members and former clients, 
are selected to assist the social worker ill this task because of their street experience 
and ability to relate to potential elients' problems and outlooks. In addition, they 
provide a unique perspective for new clients about the operation of the program. Once 
the candidate has been interviewed and his records have been reviewed, the social 
worker, with input from the CIT, makes the final decision about admission. If any 
unusual circumstances are uncovered regarding the youth's behavior or past history, he 
will be interviewed by the executive director before any decision is made. 
Approximately 90 percent of all candidates are accepted into the program. 
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Of the two programs which involve only one staff member in the admission 
decision, Florida Keys Marine Institute possesses the more complex procedure. In this 
program ill candidates are sent by the placement coordinator for HRS in District 11, 
which is the sole source of referrals. This placement coordinator maintains close 
contact with FKMI through the ·program's liaison counselor, who is technically on the 
payroll of HRS but serves as a member of the program staff. This counselor notifies 
the placement coordinator about the availability of slots in order to initiate referral. 
Since it is usually decided beforehand who is appropriate for referral, the vast majority 
of candidates are accepted without any question. If the program staff decides that a 
referral is obviously inappropriate, the director of FKMI must send a written 
justification for this decision to HRS. 

In the case of Esperanza the admission decision is made by the clinical director. 
The majority of candidates are referred by the juvenile court, and with very rare 
exception all cases are accepted. 

Nonresidential Programs 

Among the six nonresidential programs, four of them (Transitional Center, 
Project Vision, Katahdin, and Key Tracking Plus) utilize the services of several persons 
in making the admission decision while in two programs (Viable Alternatives and 
Copper Mountain) the decision is essentially made by one member of the staff. At 
Transitional Center an elaborate set of procedures is employed in making this decision. 
When the staff at Jefferson Parish Juvenile Court Services, the only source of 
referrals for the program, considers making a referral, the progt'am coordinator at 
Transitional Center is consulted about the potential client's profile before referral 
process is initiated. At this early point a battery of testing procedures and rating 
devices is used to identify appropriate youths who can be shown to fall into the two 
acceptable diagnostic categories, learning disabled or emotionally disturbed. Adminis
tered by an outside evaluation team affiliated with the University of New Orleans' 
Special Education Research and Evaluation Center, the Competent Authority Evalua
tion (CAE) test screens out these youngsters who may be suspected to be appropriate 
but have not been diagnosed as such. The CAE may also be administered to other 
potential clients to Transitional Center. 

The final admission decision is made by the program coordinator with input from 
the assistant coordinator who has gathered other information about the candidate in a 
preadmission interview. Ordinarily, at least one parent and a probation officer 
accompanies the youngster to this interview. Inappropriate referrals are never made 
to the program since such great care is taken at the beginning of this process by both 
the court services and the program to select only appropriate candidates. 

In the case of Katahdin, an even more elaborate system for selecting clients has 
been developed. However, in this instance the system strongly reflects the program's 
commitment to giving clients a strong voice in. decision making. In addition, Katahdin 
is unique among the programs we visited in regard to the careful scrutiny given to 
potential clients and the tendency to reject large numbers of referrals. For example, 
during the calendar year of 1979, Katahdin accepted only about 50 percent of all 
youths referred. 

--
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At the initial point in Katahdin's admission process a brief interview is held by 
the. pro~ram's exec:utive director with a representative of the referring agency in order 
to ldentlfy the maJor problems troubling the I~andidate. If this meeting is satisfactory, 
a staff member-whoever has available time--will examine the youth's case records to 
determine if the candidate meets all of the intake criteria. If the results of this 
inquiry are positive, an interview is arranged for the youth with the director or 
counselor who decides upon the basis of this meeting whether or not a final admissions 
interview should be scheduled. 

If the potential client clears all of these hurdles, a final interview is held at the 
pro~r~m. to make a ~inal evaluation of appropriateness for placement and t(~ 
famIliarIze the youth With program rules and procedures. The interview is conducted 
by !in. intake team c?mposed of two staff members and one program participant. A 
maJorIty vote of thIS team can tentatively admit the candidate to the program. 
However, before final approval is given, an important meeting with the parents must 
take place. This interview is crucial since the staff of Katahdin which is 
nonresidential, must be certain that excellent communication can be established with 
the family, that the youth will be s.ble to reside at home without severe disruptions, 
and .that the .famil~ will agree to participate in family counseling on a regular basis. 
Agam, the mterview team by majority vote can either approve or reject the 
candidate's admission on the basis of this interview with parents. 

If approval occurs at this point, the client spends his/her first week in the 
program becoming familiar with the details of da.ily life at Katahdin. At the end of 
the .0!le-week orientation p~riod the entire program staff, all of the program's 
partiCIpants, the youth's famIly, and a representative of the referring agency convene 
at the ~acility to review the appropriateness of the youth for further participation in 
Ka~ahdm. If fully accepted into the program, the client is placed on a three-week pro
?atlonary status. At ~e end of this period a probation review is held by the staff, and 
If no problems have arIsen, the youth is promoted to regular client status. 

A t Project Vision, potential clients are referred directly to that staff member 
Wh? will serve as the individual counselor if the youth is accepted into the program. 
ThI~ pers~n makes an .initial decision about the suitability of the candidate based upon 
an mtervlew and varIOUS case records. Once this step is completed the counselor 
confers with the program director who then makes the final decision about admission. 
Only very rarely are potential clients denied admission to the program. 

The decision concerning admission at Key Tracking Plus is largely a responsibility 
shared by program staff and the DYS regional office. Regularly scheduled meetings 
occur each month between the program service coordinator and the DYS placement 
coordinator. During these sessions discussions take place concerning potential 
r:ferrals and the status. of the four slots used in the initial residential stay pefiod. 
Fmal acceptance of a clIent generally reflects a joint decision by the program service 
coor~inator and/?r the pl"ogram supervi:mf and the DYS supervisor. Very few 
candIdates are reJected, sm~e the referral process is closely coordinated between Key 
Tracking Plus and DYS. 

Both of the programs which utilize basically a single staff member to make 
deci~ions regarding admissions have quite simple procedures and very rarely r.efuse 
candIdates referred to them. At Viable Alternatives the decision is made by the senior 
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counselor who is responsible for administering the program on a day-to-day .basis. 
Under extraordinary circumstances the executive director reserves the authorIty to 
override this decision. In the case of Copper Mountain the admission decision is made 
by the program director with recommendations from the staff. 

SERVICE PLAN DEVELOPMENT 

This step in the process of moving clients into participating in program activities 
and in observing program rules and regulations is crucial to most pr~g:ams. Treatm~nt 
in these settings is usually rooted in the notion that each partiCIpant. has speCIal 
problems and needs arising from a variety of possible causes. Thus the client must be 
perceived and responded to in an individualized fashion. The importance attached to 
the necessity of responding to a distinctive se! of. behavioral and co~it~v~ .feat~es ~n 
each client's movement through the program IS fIrst addressed at this mitIal pomt m 
planning. This act of specifying what is expected of each client can draw on the 
advice of numerous actors such as staff, parents, and probation officers, can utilize 
various kinds of information in gaining some fix on the previous misconduct of clients, 
and can generate va.rious kinds of goals and objectives in placing the client on a 
part.icular treatment path. 

The Residential Programs 

Among the residential programs, four (Esperanza, Florida Keys Marine Institute, 
ARC and PORT) rely heavily upon the development and implementation of service 
plan; for guiding clients as they progress through required activities en route to 
graduation. Only Vindicate Society did not utilize an individual service plan. The four 
programs with service plans all require that the plan be written and be agreed to ~Y 
the client. Collectively, these programs involve a range of from two to four actors m 
this process. For example, the development of the service plan at Esperanza is guided 
by the clinica.l director, always with the participation of the c~ent and a 
representative of the referring agency; the parents are also frequently mvolved. ~n 
contrast, in the case of both Florida Keys Marine Institute and ARC the process IS 
carried out mostly through the interaction of only the stElff and the client. Parents are 
never involved in this activity in either program. PORT resembles more closely 
Esperanza in this activity in that an attempt is made to involve a large number of 
persons with widely varying perspectives, namely the client, the codirectors. of the 
group home, a representative of the referring agency, and the parents when avaIlable. 

In drawing up the conditions of the plan, various kinds of information obtained 
from outside sources are utilized. For example, Esperanza is careful to incorporate 
those conditions spelled out in the court order, especially if a restitution agreement 
was attached. Florida Keys relies heavily upon a commitment packet compiled by HRS 
and accompanying the client to the program. This packet contains a social history, a 
predispositonal report, a psychological profile if available, and a. face sheet from the 
arrest. In fact, most of these programs utilize a social history which is sent by the 
referring agency. Of course, these materials are almost always supplemented with the 
results of tests conducted early on at the program. 

I 

-94-

With .respect to goals and objectives, these programs as a group tend to 
emphasize the impor.tance of behavioral change as reflected in certain specified 
~ccomplishments such as attending school, obtaining part-time employment, overcom
mg authority figure problems) curta.iling anger, and dealing successfully with 
provocative peers. In the case of ARC, the service plan is periodically updated as the 
client progresses through the program. 

Once completed, service plans are usually shared with representatives of the 
i.'eferring agency. At PORT, the completed service plan is shared with the client's 
parents. 

It should be noted that Vindicate Society's decision not to develop an individual 
service plan is a deliberate act. As conceived by its director, the program is a 
therapeutic milieu in which peer pressure and collective action constitute the essence 
of intervention and change. Exceptions made for individUal variation are viewed as 
deflecting from the overall goals of the program. 

Nonresidential Programs 

Among the nonresidential programs all utilize service plans to chart the 
movement of clients through their programs. Several of these programs such as Key 
Tra~king Plus .and Copper Mountain involve a number of persons such as program staff, 
famIly, the client, a representative of the referring agency, and sometimes personnel 
from the client's school in the development of the plan, while other programs such as 
Project Vision and Transitional Center rely primarily upon the collaborati{'n of staff 
and the client to produce a plan. 

V.arious kin~s of .information are utilized in developing the service plan, as is the 
case WIth the reSidential programs. At one extreme is a program such as Transitional 
Center, which draws up a wide range of testing results including the Wechler 
Inte~ligence Scale for Children, Visual-Motor Assessment (Bender-Gestalt), Wide Range 
Ach.levement Test, ~pache Diagnostic Reading Scales, Detroit Tests of Learning 
Aptitude, Peabody PIcture Vocabulary Test, and the Competent Authority Evaluation. 
By contrast, another program such as Project Vision makes much less use of testing 
proce.dures as a. basis fo~ service plan development. Usually, these programs as a group 
co~bme some mformatIon drawn from outside sources such as the referring agency's 
SOCIal history and the results of certain testing carried out at the program during the 
initial stages of the client's participation. 

The statements of goals and objectives in the service plans of nonresidential 
programs tend to be quite similar in form to those developed in the residential 
programs. Emphasis is always placed on positive behavioral change defined in terms of 
meeting certain specified obligation.c; such as attending school, obtaining part-time 
work, r;solving family disputes, and improving relationships with peers. At Copper 
~ountam these objectives are stated in terms of identifiable, measurable gDals with 
tIme frames attached for reaching these goals. At Viable Alternatives the service plan 
can be revised and renegotiated as the client progressed through the program. 

In all cases, the completed service plan is shared with the referring agency to 
show exactly what course of action would be taken with the particular client. 
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CHAPTER VII 

PROGRAM SERVICES: STRATEGIES AND COMPONENTS* 

. .. ht . t hy people behave as they do, under 
Frequently, in ord~r to achIeve lI~SIg ~n.~ ~ication we construct explanations 

what con.diti?ns, !IDd 
wIth :ha~ ~ean~n~ ~bs~ra~tions.i! 'Such analytical dev~ces .a~e 

based upon "Idealized types. an . . eurls c .ons of human behavior and the ImplicIt 
both helpful and ne<!essary.m ~erlvmJ ass~~PP~sSible implications for intervention, in 
value positions the1r contam, In sor ng 0 t The dangc" however, is in 
predicting and projecting likel~ conseque~ce:.~d e f~~meworks in th~ir pure form will mistakenly assuming that the varIOUS concep s . 
be found in the phenomena they are intended to help explam. 

. k . minologists psychologists, and To take a concrete examp~e, SOCI~ wor ers, ~r~arious the~ries of delinquency 
social researchers are won~ to ~Ifferentia~e~:tw~:ws human nature and behavioral 
intervention, the manIl:er m. ~hIC~ e~ch s influ~nce worker roles, client roles, and the 
causation, and the wayfm ~hI~~~C te~~:ntion settings. Sharp contrasts are made, for 
structure and nature 0 po en m. hasizin behavioral modification and 
example, between interventi?n strat.egies emJmated ~iscussiOns between proponents 
those reflecting psychodynamIc tech~IqUe~. ~ and in professional circles. Certainly, 
of each strategy ~e commonplace m s~ 00 or chan e embraced by each appear so 
given that the basIc assumptions and Views. -. tog wonder how it is possible for 
starkly in opposit~on, it is no~ .:'-t all surprI~n:n thin much less work together; 
practitioners of either pers~~lOu Ito ~ee fO both y woufd seem on the surface to be envisioning a program combmmg e emen s 0 

preposterous. 

. t1- t cross theoretical assumptions In fact, however, actual practice fl'equen "1 t~~~nf ues in if you will, a kind of 
and reflects the use of num~rous approaches an ~s refl~ct to varying degrees 
hybrid constru~tion •. In theIr. t;ibrid ~orms, dth~!~t~:eoUSlY and/or sequentially. A 
that arr'ay of mgredients WhI<: can e ~e t on the one hand an individual client's 
change or modification in tactthlcs m~ re t~~' technique's workability as an overall progress or setback, or on e 0 er, 
organizing framework. 

A TYPOLOGY OF RESIDENTIAL PROGRAMS 

, . ki t the basic thrust of the five residential 
We begin our analysIs. by lo~ ng a a is ~n s~cialization a therapeutic milieu, 

programs with respect to ~helr rela~l'~e emph ~ j W first shail differentiate among 
and psychoanalytically orIented climcal serv~c~. e 
these three broad program strategies or modalitIes. 

. . d veloped by David Altschuler for 
*The, con~eptual framewor~ ~n thI~ c~~t~i~s=:;:tl.O~, "Evaluating Community-b~~d 
use m thIS monograph as we as mt. A alysis " School of Social Service AdmmlS-Linkages: An Exploratory Compara Ive n , 
tration, University of Chicago. 
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SOCialization programs tend to reflect a caring, supportive, patterned environ
ment which provides firm and personalized guidance; good role models; and active 
participation in school, work1 and constructive recreational, leisure-time pursuits. Key 
ingredients are helpful instruction, well-rounded activities, nurturance, and a family
like atmosphere. Unlike Smucker's characterization of socialization (see A roaches 
and Technigues for Interven!!2!:!.. Strategies with Serious Juvenile Offenders, p. 45 
which applies to institutional settings, to the extent that the "socialization milieu" in a 
more community-based setting relies on "therapeutic" intervention, it is an effort 
devoted largely to helping clients adjust to the experience of assuming new 
responsibilities and maturely resolving difficulties that are encountered. There is a 
concern for training and developing capabilities. Youths are viewed as having 
resources that can be developed. The implicit assumption is that social disorganization 
and deficient or inadequate family patterns are the principal causes of delinquency. 

In milieu treatment, often exemplified by many of the so-called therapeutic 
communities, the approach is based on more intensive peer group dynamics and 
involves the active manipulation and control of the overall environment to bring about 
personality change, psychological alteration, and self-control. In general, devia..'1ce is 
corrected by more thoroughgoing and intensive reorientation and reconstitution. 
Typically, more extensive and broader changes are sought, such as those relating to 
personality and fundamental Psychological makeup. 

Psychoanalytically oriented clinical service, as distinct from milieu treatment 
(see discussion of Smucker research, p.45), emphasizes much more the individual 
therapeutic relationship. It utilizes the group living experience primarily to 
supplement an individualized worker-Client clinical approach. 

Vindicate and ARC come closest to exhibiting milieu treatment, though 
Vindicate permits much more daily exposure to the outside community. Experanza, 
FKMI, and PORT come closest to exhibiting a socialization milieu though substantial 
differences exist among these three programs. None of the residential programs fits 
very well into the clinical service category. This is probably because the major 
objective of achieving personal, emotional insight and "psychodynamic realizations" 
through highly professionalized mental health clinicians operating apart from the 
residential setting has by and large not taken hold in serious offender programs 
operating in community-based settings. 

There are numerous reasons for this, including a widespread rejection of the 
premise that highly professionalized clinicians engaging in largely individualized (and 
some group) psychoanalytically oriented treatment are necessary or adequate means to 
organize intervention for this population. Whittaker (1979: p. 55), in commenting on 
the effects of using group living only to facilitate and supplement a largely individual 
psychoanalytically oriented relationship has said, "the concept of the role of child 
therapist as a professional separate and apart from the child's living space has had a 
profoundly retarding effect on the development of the milieu as a means and a context 
for therapeutic gain." Whittaker believes that while some psychoanalytically based 
approaches to milieu treatment remain viable (e.g., the work of Red!), they remain 
useful in spite of their psychoanalytic underpinnings and not because of them. 
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APPLICATION OF THE TYPOLOGY: THE THERAPEUTIC MILIEU 

ARC consciously attempts to shape all experiences and the environmental 
features of the facility to enhance and generate change. The goal is to have the 
"students" come to the realization that they need to revise their life-style and 
philosophy in order to fulfill their potentials for growth and maturation. They state in 
their student orientation manual that "our aim is to use intensely motivating 
techniques such as individual and group counseling, reality therapy, lectures, movies, 
and discussions that will enable you to work through your alibis, rationalizations, and 
lies and to replace defiance and fear with faith that there is a better· way of life.," 

They se,ek to accomplish this aim by treating the students firmly (they say 
"nonnegotiation"), decently (llnonintimidation"), and fairly; by moving them in and out 
of the community under carefully controlled circumstances; and by keeping them 
intensely busy and active for virtually all waking hours. The program is housed in a 
rather large, attractive, well-kept home in a residential neighborhood of Harrisburg, 
Pennsylvania. Sleeping quarters on the second floor consist of four bedrooms which 
can sleep one to four students. 

The program is a highly structured group home which, according to one staff 
member, reflects a perfect marriage between a group home and a therapeutic 
community. Formal group sessions are held twice a week, although mealtimes are also 
used as a vehicle for some staff-guided discussions. Extended group sessions, 
sometimes lasting several days, can be called to resolve long-standing or serious 
problems concerning overall conduct or specific incidents. Each student is also 
assigned an individual counselor with whom he meets on a formal basis once a week. 
This provides for each student one staff person who handles paperwork, monitors 
progress, supplies individualized counseling and support, and guides movement through 
the program •. 

A simple point system, functioning much like demerits, is used to determine 
prefer;nce among a variety of chores. Extensive prerelease preparation coupled with 
placement help and reintegration support is heavily emphasized. Finally, the in-house 
school is an integral part of the program and counselors closely assist in this 
component. An individually tailored curriculum is developed for each student. Both 
GED preparation and remedial instruction are available, as is extensive work on 
practical skill acquisition. 

Vindicate Society, although using a nearby community school and local resources 
for training and job opportunities also pursues the therapeutic community model, but 
with a much more aggressively confrontational style and with a staff made up 
predominantly of former residents. Group sessions occur three times a week. Two of 
the "guided group confrontation" meetings per week are organized so that three 
different subgroupings take place. Depending upon the personality and style of each 
youth, he is placed into either the aggressive, passive, or mixed group. A highly 
controversial form of boxing is also practiced at the program. Although the executive 
director regards it as a strong deterrent, he does not consider it punitive, dangerous, or 
questionable as a therapeutic technique. This point of view is not similarly held by 
several other state and local agencies, one of which ordered the practice suspended 
several different times, for varying periods. 
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Individual sessions, although not formally scheduled, are said to occur daily. 
Serving a relatively large population (forty residents), Vindicate appears to maintain a 
high level of control over the youths. Close surveillance is accomplished by both staff 
and other residents. This appears to equally apply both in and out of the facility. 
When in school in the neighborhood, a number of other residents (some more advanced 
in the program) are always around to act as the "eyes and ears" of the program. Even 
the recreational director at the program is a teacher and football coach at the local 
school. 

Vindicate's desire is to keep youngsters for eighteen months. It is believed that 
this will provide sufficient opportunity to bring about individual change through the 
program's collective group process. This is so ardently endorsed that the executive 
director maintains there are, in essence, no individualized treatment plans, but rather 
an intensive group experience intended and ideally suited for any potentially eligible 
client. This notion, plus the length of stay advocated, have been Il continual source of 
conflict between the program and a number of the local and state juvenile justice 
authori ti es. 

A per.vasive feature of the program is the emphasis placed on the value of 
providing positive role models who culturally, socially, and economically resemble the 
residents. Progress through the program is marked by movement through three J!hases, 
each reflecting successive levels of increasing privilege and autonomy. Considerable 
emphasis is placed on physical fitness and sports. Specially equipped recreational 
rooms have been set up in the facility. The building itself is a large, multiple-level, 
dormitory-type facility located in the heart of downtown Newark. Although 
surrounded mostly by businesses and commercial establishments, there is little concern 
about the lack of a more residential-like environment. This was based on the view that 
even if a program filled with seriously delinquent youth is located in a residential area 
this hardly approximates a normal or typical living situation. Moreover, nearby 
residential neighbors can be the source of continued resistance and formidable 
opposition. 

THE SOCIALIZATION MILIEU 

When we move on to analyze the three residential programs which demonstrate a 
greater emphasis on a socialization milieu, we find the degree of change sought and 
the range of attributes thought to require attention to be discernibly less (see Street, 
Vinter, and Perrow, p. 43). FKMI focuses on the challenge, inspiration, skill 
acqUisition, and the close supervision provided in their maritime and somewhat isolated 
residential program. The building (dormitory style) and adjacent grounds occupy a 
small portion of an abandoned naval base on the island of Key West. Remaining at the 
facility for approximately four months, youth are kept intellectually busy and 
physically challenged. Progress is closely assessed by means of a relatively 
complicated point system. Advancement through the program is dependent upon 
obtaining sufficient points to reach successive levels of program completion. 

During the day the eighteen or so residential students are intermingled with day 
stUdents. At such times there can be fifty or more youngsters at the program for 
schooling and inst;uction. The four instructor-counselors who teach the marine
oriented subjects also serve as counselors for the residential stUdents. Group sessions 
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for the residents are a mixed affair; twice a week in a group of about ten with a 
commlmity mental health worker, onc.'!e a week in a group of five with the designated 
individual counselor, and a once-a-week overall meeting for level advancement, awards 
and course completion recognition, and general information dissemination. Individual 
sessions are not regularly scheduled but consist of informal and as-needed meetings 
with the counselor. 

The instructor-counselors are recruited on the basis of their maritime credentials 
and expertise and their interest in working in this kind of program. Recruitment is 
through advertisements in maritime journals and publications. One worker expressed 
concern over the practice of bringing in persons with little or no background to deal 
with difficult youngsters and then placing them in a residential program as primary 
counselors. There ara, of course, four other ~chool staff and six dorm counselors who 
live with the residents. The program tries to make as much use as it can of peer input 
(required for level advancement), and some group techniques, though the latter falls 
mainly to two mental health workers who operate somewhat apart from the living 
space and daily activities of the youths. 

Esperanza, an ethnic group-living program for youthful Hispanic offenders, and 
PORT, a social learning, family-teaching model program, are programs approaching 
the more traditional conception of a group home setting. Esperanza seeks to provide a 
homelike atmosphere and "culturally appropriate" treatment models. It is located in a 
pleasant-looking, well-maintained house in a residential section of Salt Lake City. 
Also utilizing a point and staging system, Esperanza employs mostly Hispanic staff to 
monitor, role model for, advise, and stabilize its small residential population. It relies 
heavily on community schools and on weekly home visits following a short period of 
more restrictive mobility. 

The regularly scheduled once-a-week group and individual counseling sessions are 
largely conducted by the clinical director. Development of ethnic pride and individual 
self-esteem, dealing constructively with conflict, and taking and demonstrating 
responsibility form the basis of the program's overall goals. Deliberate and delicately 
patterned family intervention is also pllI'sued by the clinical director. This involves 
several visits each month designed to slowly build up trust and rapport. In this way, 
somewhat more structllI'ed and intensive forms of inquiry, counseling, and advice can 
be initiated later. 

PORT was the only residential program visited whi.ch utilized a live-in 
houseparent model. Located in an attractive housing development in Rochester, 
Minnesota, the program stresses the teaching of relevant life skills, developing 
appropriate group living behavior, and the role modeling of the married couple who act 
as codirectors. The youngsters all go to public schools, some being transported to their 
home community school at the expense of the home school district. 

Individual and group counseling appears to be quite informal and largely 
unstructllI'ed. On a daily basis, some form of individualized feedback in the form of a 
casual rap session usually takes place. This might involve spending time with the 
referral agent, a probation officer, a social worker, or the houseparents. Ordinarily, 
the residents meet as a group twice a week. These sessions tend to focus on household 
management and adaptive strategies for group living. More formalized and intensive 
counseling, if needed, can be procllI'ed from any number of professionals in the 
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community. Weekly home visits are commonplace. The houseparents also conduct 
some. sessions with families, largely oriented around Uparenting" skills and instruction. 
Lackmg related experience and background in dealing with these kinds of matters and 
p:oblems, the houseparents are closely supervised by the experienced executive 
dlI'ector o.f the group home's larger controlling agency. The program's overall 
structllI'e IS. clearly in kee:ping with its orientation to have fair-minded, firm role 
models heading up as homelIke a household as possible. 

A TYPOLOGY OF NONRESIDENTIAL PROGRAMS 

In the residential programs which reflect a greater emphasis on milieu 
treatmen~, we s~e an attempt to structure or cI'eate a more tightly knit and controlled 
therapeutic enVIronment whereby all components are utilized and integrated into an 
actiyely directed treatment plan. The degree of change sought and the range of 
attrIbutes thought ~~ require a~~ention are extensive and are reflected in longer 
lengths of stay. Wmle some mIlieu approaches may variously emphasize individual 
psychotherapy, group process, and more elaborate token economy systems there 
remains the critical factor of trying to tightly structllI'e and control the eve~ts that 
occu: in daily living (i.e., within the facility and outside facility influences and 
processes) so that they constantly promote, reinforce, and contribute to more deep
seated and thoroughgoing change in personality, psychological constitution and 
character. ' 

.. While. the ~ay treatment programs could not create a twenty-four hour 
llvmg/learmng environmel!t, there is no question that they pllI'sued with great intensity 
~he d:velo~ment of maXImally comprehensive and intensive intervention strategies 
lll~olvmg' vlI'tu~lly all aspects of social interaction, conduct, and psychological well
bemg. The WIde range of attributes requiring attention and the extensive client 
change sought are manifestly recognized in the design and nature of both Transitional 
Center and Key Tracking Plus. 

Th~ee of the nonresidential programs, Copper Mountain, Katahdin, and Viable 
Alternatives <YAP) pllI'sued rather intensive intervention strategies, but not in quite as 
all-encompassmg a manner. There was not .as muc~ emphasis on trying to manipulate 
~\~ cont~ol n:t0st of the even~s that occU; In the course of daily living. The level of 
~nterve~tIon IS m.or~ approprIately descrIbed as moderate. There remain numerous 
Interestmg and dlstr~ctive. featllI'es. about each of these three programs, but they do 
share a common orIentatIon lead~ng them to allow clients more opportunity for 
unsupervised outside-program time. 

This should not be interpreted to mean that events occllI'ring outside the program 
are not used as a basis for teaching alternate behaviors, but rather that these three 
programs, by design, either do not keep their clients for a considerable portion of the 
day or that they ~rdinari1y do not impose close monitoring and strict, specific rules of 
conduct on ~e tim~ ~pent outsi?e the pr~gram. The final and sixth day treatment 
program, Project VISIon, falls mto a thIrd type. Perhaps best identified as an 
"outreac? worker" program, virtually everything taking place occurs out in the 
commun.I~y. Generally, none of the program's components require client attendance at 
the faCIlIty and there are no mandatory group activities either in or out of the 
facility. ' 

I 
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In short, as we examine the basic strategies and the service components of these 
six nonresidential programs, we can observe, as we did with their residential 
counterparts, substantial differences among programs grouped in the same general 
category. This should once again remind us that broad program typologies or 
classification schemas frequently obscure siKnificant variation among progral'.llS within 
a particular category. 

PROGRAMS WITH MAXIMUM INTERVENTION STRATEGIES 

Transitional Center, targeted toward seriously delinquent youth who are either 
learning disabled or emotionally disturbed, provides an intensive learning environment 
in which clients spend approximately ten hours a day, five da.ys a week. It combines 
extraordinarily well-rounded special education with daily but brief individualized 
counseling sessions and behavior-problem-related daily group sessions. 

Having totally abandoned a token economy system for a so-called reality therapy 
orientation, problems and misbehaviors are dealt with immediately by one of the staff 
members. The aim is to diffuse the situation at the outset and to confront the problem 
with positively oriented concern. This is facilitated by having counselors spend time in 
the classrooms and teachers participate in the group sessions. Involving the students 
and parents directly in monthly case reviews is part of this general approach, which 
heavily emphasizes clear and immediate feedback regarding irresponsible behavior and 
its consequences for hindering movement through the progr&m. Self-evaluation by the 
client is considered of primary importance. This includes soliciting the client's 
reactions to the comments made by staff in the monthly case reviews, as well as 
providing the youngsters with an opportunity to express themselves on their progress 
over the preceding month. 

Academic subjects, cultural enrichment aetivities and events, and vocational/life 
skills areas are all emphasized and worked on daily. Meals are eaten in small groups 
which are made up of all the youngsters in a particular counselor's caseload. As with 
virtually every activity at the program, meals are utilized as a teaching exercise; 
consequently, the youths help with preparation, sei'ving, and cleanup. The competitive 
side of recreational activities is consciously deemphasized in favor of activities which 
foster the mastery of basic skills. An extensive arts and crafts class is held after the 
dinner hour. Involvement with family takes place in several ways, and there is much 
use of volunteers for both in-program activities and in some aftercare arrangements 
where a big brother/sister is thought beneficial. 

Key Tracking Plus is also a program predicated on structuring and closely 
monitoring how clients spend much of their time. It can be grouped into a single 
category with Transitional Center, since both are organized to provide daily, relatively 
long hours of support services and close supervision. At the same time, however, Plus 
is organized on an entirely different basis, thus underscoring the fact that extensive 
levels of supervision and service can be exerted in a manner which can vary quite 
extensively. 

Tracking Plus, unlike Transitional Center, makes use of community schools. 
Great care is taken to be sure that the school selected is, in fact, the most appropriate 
school for the client. Public schools, vocational education programs, and adult 
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~ducation classes are ~l~ po~sibiliti~s . which can be explored during the first several 
weeks of prog~am. par;~CI~atlOn. ThIS IS one of the numerous objectives which make up 
the so-:called resldenual mtake" phase of the program. For one to four weeks, clients 
tak~n mto P~us a:e housed on t~e se~ond floor of the program facility. During this 
p.erlOd, a resld~ntial caseworker IS assIgned to each of the clients. At anyone point in 
tIm~~ the maxlm~m capac~ty for residential intal<:e is fOUl' clients. While living at the 
faCIlIty the confmement IS highly restrictive and heavily structured. In very short 
order, the total ~c.c?untab~l~ty required shifts to measures based on tracking, trust, and 
personal responsIbIlity. ImtIally, however, there is very little room for leewav. 

" 

The residential caseworker will see the client daily to work on assessment 
development. of treatme?t objectives, arrangement of community tracking plans, and 
the for!flulatIon ?f ~ wrItten contract. Three or four family meetings must also be 
~eld p:Ior ~o .begmn!ng community tracking. Typically, various probl~ms are explored 
mcludmg limit settI~g at home, discipline, parenting skills, marital relationships as 
th.ey relate to the .ChIld, etc. Once-a-week formal group meetings are held with all the 
clIen~s, but the prl~ary emphases for the residential intake clients are the caseworker 
meetmgs, the famIly meetmgs, and the in-house sessions. While in residence each 
youth ~pends three hours of the morning in school. The school is run by a ;pecial 
education teacher who works remedially with the youngsters and tests for achievement 
levels. Generally, within the first two days an outreach worker is assigned. This 
person closely collaborates with the residential caseworker and will be involved in at 
least some of the family meetings. 

O?c:e. the community tr.acking phase begins, the outreach worker assumes primary 
responSIbIlity though the reSIdential caseworker will continue to maintain contact. As 
part of t~e more standard terms of the community tracking contract, clients agree to 
be "trackmg accountable"; to attend school, job training and/or work· to participate in 
weekly. group counseling sessions; to attend the !nandatory p;ogram-sponsored 
recreatIonal and cuItul:a~ activities} and. to comply with a curfew. Tracking is twenty
four hours a day, meamng the client IS expected to follow a prearranged schedule 
seven days a week. At set times every day clients must call in to report their 
whereabouts, and unannounced spot checks at any time and in any place are possible. 

A team structure has been established so that an outreach worker remains on
call all hours o,f the. d.ay. and nigh,t. This pro.vides coverage for each workel' when days 
off occur and f.or crISIS mterventi~n at any time. Clients are seen by outreach workers 
three or four tIme~ a day, at?d wh~le some .of the contacts may be quite brief, they can 
~o l~ad ~o ~?re Involved ?ISCU~SIOns. It IS expected that at least twice a week more 
mte~sIve mdIvldual counseling wIll take place, though it may literally occur anywhere. 
FamIly, teachers, and employers are encouraged to call Plus at any time, and they are 
regularly contact~d by the outr.each workers. Mandatory group sessions devoted to 
both problem solvmg and recreation occur twice a week and twice a weekend. 

-:'- cri~ical. facet of the program is residential backup. Used in instances when 
there IS a VIolatIon of th7 contract o.r at par~icularly trying and crisis-prone times, it is 
ge~erally us.ed s~veral times per client durmg program participation. The previously 
assIgned ~eSldenti~l.caseworker will intensively work with the youth, and the outreach 
worker WIll often Jom them for collaborative sessions. 

----.-----------------~~"------_--#~-~-~~~----~~~-
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PROGRAMS WITH MODERATE LEVELS OF INTERVENTION 

All three of the moderate intervention programs have at their core an 
alternative school format with additional components incorporated into the overall 
program. Katahdin is a coed program which emphasizes in a variety of ways student 
participation and involvement in the running of the program. Morning meetings, held 
every day and presided over by the student body president, cover the scheduled 
activities of the day and any other issues of importance. The stUdent body as a whole 
is allowed significant input into decision making. This includes a say in the program's 
intake decision on each and every prospective client as well as on appeals which are 
made by students who have been suspended. The student body actually sets the 
conditions which must be met for a suspended student to return. The intent of these 
"egalitarian gestures" is to create a feeling of ownership in the program. Clients 
exercise some control over not only what happens to themselves, but also over what 
happens in the program and to others in it. This extends to the operations of the board 
of directors where there is a seat reserved for the stUdent body president. 

The school curriculum is managed by an accredited secondary school teacher. 
Each youth is tested and provided with an individually tailored educational plan. Many 
of the clients are academically well behind most students their own age. Some of 
them have been out of school for one to two years, while others may have been 
enrolled, but rarely attended classes. Weekly educational contr'1..cts are formulated 
and much flexibility exists to accommodate other activities and events that may be 
going on. By meeting the terms of the contract, the youth can earn credits toward 
completion of their educational requirement. Fractions of a credit are given at the 
end of five weeks if all the weekly contracts ha.ve been successfully completed. 
Credits earned at the program are accepted by the local school system and many of 
the students continue their schooling at another alternative school for youngsters who 
are unable to function in the regular school system structure. 

Counseling at Katahdin emphasizes individual and family interaction more than 
group. In justifying this orientation, the director pointed out that many of the clients 
tend to be loners, that the peer group at the program is not a "natural peer group" for 
the students, and that many of the clients have been through group counseling before 
and have a strong aversion to it. Upon further reflection, however, it was stated that 
the right facilitator might make a difference. There are group meetings twice a week. 
In these sessions clients are allowed to vent their feelings, voice complaints, and 
discuss issues of mutual interest. The session is largely self-directed by the clients. 
Two treatment specialists are responsible for providing individual counseling to their 
own caseload once a week on a formal basis and additionally as needed. Specific 
techniques are left to the discretior~ of the counselor who decides on a case-by-case 
basis what basic approach to take. 

Family counseling is an extremely important feature of the program. While a 
few of the more severe cases are brokered out for family counseling, most are handled 
by the staff. Initially, the families of all new clients must come in for family 
counseling. For four to six weeks families come in once everyone to two weeks 
depending upon need. After this initial period, the nature and extent of further 
counseling is renegotiated. 

1 
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Copper Mountain Mental Health Day Treatment Center also has at its core an 
alternative school format. Additional components include counseling, organized 
recreation, and tracking. Schooling at Copper Mountain is also based on an individually 
formulated curriculum contract. The stUdents are involved in setting specific goals 
and then work initially with teaching machines in reading, spelling, language arts, 
mathematics, science, and history. Some group classes are held in social studies, 
health, and physical education. 

The counseling component involves individual, group, and family although the 
group sessions which involve the participation of most of the staff constitute a major 
thrust of the program. Occurring four times a week, the community group meeting is 
generally held to deal with emerging problems, value clarification and exchange of 
ideas, the determination of negative and positive sanctions, and imparting basic 
information. At times the discussion of behavior issues is set aE'Jide, and value 
clarification is pursued through discussion of a controversial social orr political issue. 
One of the group meetings is devoted to weekly assessment which involves assigning 
points to clients for participation and effort in the various components and for overall 
responsibility. Individual counseling sessions generally occur at least twice a week, 
and the techniques are mixed. General goals are to build rapport, address behavior and 
consequences, work to establish credible role models, and deal with problems as they 
arise. Family counseling is also available though it generally involves only a few cases. 

Tracking involves one out-of-center contact a day either through phone calls, a 
brief informal contact, or a home visit. In addition, one personal activity involving 
tracker and client per week is expected to take place. Designed both for monitoring 
and support purposes, tracking duties include crisis intervention, maintaining contact 
with families and other involved agencies, development of personal rapport with the 
client, functioning as a member of the treatment team with emphasis on behavioral 
contracting and crisis management, assisting in identifying needed resources particu
larly in aftercare, and maintaining records for treatment contracts and for eValuation 
purposes. 

Copper Mountain also possesses a well-developed and elaborately organized 
recreational component. Once a week, clients are required to participate in a full day 
of organized recreational activity (e.g., skiing, horseback riding, bicycling, rock 
climbing, hiking, handball, handgliding), and a second half day a week is reserved for a 
YMCA activity. A third block of time is also frequently used. In addition, there is 
typically one longer physical challenge trip per month (river runs, YMCA camping, 
YMCA National Youth Program Using Honda Mini-bikes, backpacking, etc.). The 
recreational component is predicated on the premise that sport and recreational 
pursuits represent an acceptable and meaningful way to channel energy, vent frustra
tion, provide excitement and exhilaration, enhance self-esteem, establish close and at 
times personal rapport with the recreational dii-ector, reward and motivate appropriate 
behaviors, discourage disruptive and uncooperative actions, and acquire new skills and 
hobbies that might spark future vocational interests and/or leisure-time pursuits. 
Following these longei' trips, the recreational director meets in a debriefing session 
with the staff and shares observations about the clients who have participated. The 
recreational component is run by a director with extensive experience in sports and a 
graduate degree in recreational therapy. 
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The third and final nonresidential program in this category is the Viable 
Alternatives to Institutionalization Program (VAP). Clients are basically involved in 
three components: alternative education, counseling, and job development. The vast 
majority of YAP's students attend the in-program school. Several students, however, 
attended the local vocational technical institute; some worked full time and came to 
the program only for counseling; others worked and attended some other adult 
educational program while coming to YAP for counseling. 

The school provided instruction for three categories of achievement: basic 
education through the eighth grade, intermediate (pre-GED)! and GED prep. V A.,P 
clients attend classes with students from some of the other SIX programs operated m 
the same facility by the multiservice umbrella agency responsible for all the programs. 
Much of the schooling is oriented toward individualized learning modules rather than 
group instruction. Some group classes are held o~ specific subjects, ~uch as. con~umer 
education. Teaching machines are used to arouse mterest and to prOVIde varIety In the 
course of the school day. The school operates as part of the local sch~ol sy~tem, ~ith 
students receiving regular credit for their work. Diplomas can be obtained If the final 
requirements a!'e met at the program school. The school component also uses a. t?~en 
economy point system under which points are awarded to s~udents ~o~ exhIbI~mg 
positive behaviors in school-related activities and group meetmgs. ImtIally, pomts 
could be exchanged for early departure from school, but this aspect of the award 
system was later changed. According to one teacher, the early departure award was 
considered an unfortunate reinforcement of the idea that the program was a place a 
stUdent would rather not be. In this sense, the program was promoting (or literally 
rewarding) the notion that the services and guidance being provided represented a 
burden which clients would prefer to avoid rather than a resource of great value. 
Consequently, the system was changed so that points were used in. an auction with 
students bidding for goods donated by local department stores and bUSinesses. 

Having essentially abandoned an intensive gTOUp counseling approach utilizing 
confrontational techniques, the program relies on group counseling sessions run. by 
counselors for the fifteen to twenty-two clients on their own caseloads. Occurrmg 
once or twice a week, these sessions rely upon the peer group and peer pressure to 
develop in the client an understanding of his own behavior, ~ee.lin~s! and proble£?s. 
Group dynamics observed by the counselors can later. be used In mdividual counseling 
sessions as a basis for further inquiry and insight development. 

Individual counseling varies from intensive requiring at least three sessions a 
week to moderate involving at least two sessions a week, and minimal meeting at 
least' once a week. The frequency of contact is initially determined when the case 
service is formulated. The selection of counseling techniques and strategies is left to 
the discretion of individual counselors, although weekly case reviews by the staff 
allowed counselors the opportunity to solicit help and advice. 

Family work is initiated in over half the cases. It is frequently arranged at the 
outset as part of the case service plan. Regular contacts with family always take 
place to present progress reports, to make inquiri~s, and to spot early any devel~ping 
difficulties. Separate behavioral contracts regarding conduct at home are established 
for some of the clients, particularly younger ones. 
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The job developer works with those YAP clients who will be working full or part 
time. Skil1s taught to these clients include filling out applications, participating in job 
interviews, seeking appropriate kinds of work, and determining exactly what kind of 
work is actually available. The job developer maintains an active listing of available 
jobs, and takes clients to various locations for job interviews. Once a job is procured, 
the job developer continues to meet with the youth once or twice a week to monitor 
progress. Some clients qualify for the CETA-sponsored Youth Conservation and 
Community Improvement Program, which is run out of the facility. This program 
places clients in union apprenticeship positions and on construction jobs. Another 
CETA-sponsored job development workshop for clients meeting the income standards is 
available at the program site. 

OUTREACH WORKER INTERVENTION 

The final nonresidential program type we encountered was an outreach worker 
program called Project Vision. A day treatment program offering services to hard
core, chronically delinquent youths, Vision operates out of a boys' club in New Haven, 
Connecticut. Counseling, as is typically the case, is not based on any single technique 
but rather on an eclectic style reflecting the needs and problems of individual clients. 
Counseling sessions can occur whenevt~' and wherever they appear most needed-in the 
home, on the street corner, at school, or in the boys' club. No emphasis, however, is 
placed upon having clients come to the facility once they have been accepted into the 
program. It is conceivable that once admitted clients will not reappear at the program 
facility until they are ready for graduation. 

Once admitted, clients are considered "primary" cases. This means that the 
individual counselor must have at least three and ideally five face-to-face contacts 
with the client each week and also spend some time with the client's family and 
friends. In addition, the counselors are responsible for keeping tabs on their clients on 
a twenty-four hour basis and for being available for crisis intervention. Counselors are 
expected to work closely with the youths' families. Parents are contacted at least 
onf!e per week, either in person or by phone. In addition, regular quarterly parent 
meetings are held at the boys' club where an open forum is run to discuss common 
problems. There is, however, no mechanism (e.g., team system, call-in schedule, or 
staff on call) to assure continuous monitoring and constant availability of a counselor. 
Primary status for any client lasts for a minimum of six months. In advancing to 
secondary status, the client is supervisl;!d by the same counselor but is only seen twice 
per week. Counselors are also responsible for assisting their clients in obtaining jobs 
and for making referrals, if needed, for more intensive psychological or psychiatric 
services. 

There is limited use of group counseling on an ad hoc and largely voluntary basis. 
Consequently, it plays a minor role in the program. Activities and field trips are also 
organized on a voluntary basis. 

All educational activity is conducted in the community. Some clients attend an 
alternative educational program operated by the public school system; others attend a 
special education program designed for learning disabled youth; while still others are 
enrolled in the regular public schools. All program participants must attend some type 
of school, and counselors maintain regular contact with teachers at the schools. 
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CHAPTER VIn 

ORGANIZING AND MONITORING CLIENT PROGRESSION: 
INCENTIVE SYSTEMS AND AWARD STRUCTURES 

Guiding movement through the various programs is. an assortmen~ of st~ging, 
leveling achievement/progress, and point systems rangmg from relatively SImple 
mechanisms involving only periodic case reviews to elab~rately structUl;e.d token 
economies in which particular privileges are tied to the attamment of speCIfIc ~evels 
or stages. While it is not uncommon for the programs to make use of some kind of 
point system, points can be used in a number of distinct ways. Further, they are not 
always applicable in every program component. Consequen.tly, we must be car.eful to 
differentiate between point systems which are used primarIly as a means to dIspe~se 
rewards and punishments and those which serve as the principal mellns by WhICh 
progression in a program is determined. 

Among the five residential programs, FKMI, ~RC, ~nd Es~eranza use some form 
of point system, Vindicate relies on stages not Involvmg pomts, and. PORT holds 
monthly case conferences to gauge progress. FKMI's rather comp~cated to~en 
economy system makes use of points to monitor progress, reward re~;I)onslble behavlOr1 

and guide advancement through four specified levels. One to fi",:e 'pOInts are <;arned for 
1) conduct and 2) participc tion in each class, task, and actiVIty. In . t~IS war, a 
maximum of ten points can be earned for each of the daily three class/activIty perIods, 
and up to forty points can be earned over the weekend. 

The number of accumulated points in combination with the comple~ion of 
assigned courses, peer input in group meetings, and staff approval are th<; crIteria used 
to determine "level advancement." As students progress .f~om apprentice ~e~~~~ to 
seaman, mate and first mate, they are permitted more prIVIleges. and responsibIli.tIes. 
Level two (seaman), for example, requires an accumulated 450 po~nts.. Once o?taIned, 
and provided the other requirements are met, students ar.e ordmarily p~rmItt.ed to 
leave the base with their families for the day. We should pOint out that thIS particular 
privilege had been suspended when we visited due to a rash of abuses. On lev<;l three 
(mate) which requires 1,400 points, a five-day home visit can ~e arra~~e;1. Pomts. are 
also used in auctions which are held to select students for speCIal actiVIties, orgamzed 
evening trips, over~ight camping, and group v~ntures in~o town. Eve.ry student's 
accumulated points are placed on the prommently dIsplayed ConSIstency and 
Performance Chart. At level four, which requires 1,750 points, plans are made for 
graduation and furlough. 

Esperanza also uses a point system w~ich is ~imi1ar!y based on points which 
accumulate over time and provide a clear baSIS by WhICh reSIdents can progr.ess. Each 
youth is given zero to three points in eleven cate%ories for ~ach ~f th~ee ShIfts over a 
twenty-four hour period. The cat.egories are attI~ude, relat.lOnships WIth ~thers/argu
ing with counselors, chores, room, personal hYgiene, wakmg up an~ gOing to bed, 
smoking radio/stereo phone ht.)me on time, and extra chores. The POints for each of 
the cat:gories are totaled e;ch day and then summed by :veek •. Advancement thY'oug;h 
the three stages requires a certain proportion of. all pOSSIble p01~tS. ~~ each stage IS 
acquired, mobility, privileges, and responsibility Increase. Certam prIVIleges are also 
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earned as a specified number of weeks elapse within a particular stage and if a certain 
proportion of all possible points are accumulated. 

In both FKMI and Esperanza, the point systems are used to earn privileges, gain 
new responsibilities, monitor progress, and guide advancement through specified levels 
or stages. The emphasis is on the positive, with points awarded as rewards. 
Unsatisfactory performance brings fewer points, rather than negative points or the loss 
of points. Points are applied toward earning privileges as well as for advancement 
among discrete statuses. 

ARC's point system operates on a much different basis. The program relies on a 
point system where one to three points are assessed for various rule infractions and 
misGshaviors. The points essentially serve as demerits which accumulate over a week's 
time. They are then used as a means to determine preference among a variety of 
chores. The system thus tends to emphasize the negative, in the sense that points 
represent instances of misconduct or rule infraction. 

Insofar as the points relate to a choice among chores, they only accumulate over 
a week. The point totals for a month's time are used, but in a different way. After 
assessing stUdents' progress and cooperation in the various aspects of the program 
(including monthly point totals), the staff selects a stUdent of the month. The reward 
consists of being cited on a house plaque and being treated to a steak dinner. Overall 
movement through the program is basically a function of treatment plan progress, 
timing, and the absence of problems. At the sixth month each student comes before 
the entire staff for a progress review. At this point the student, along with his 
counselor, the outreach coordinator, and the program teacher, discuss progress toward 
obtaining prerelease status and pr(·~· aration for a prerelease hearing held at about eight 
months. 

Vindicate progresses stUdents through three distinct phases-intake, advanced, 
and advanced-advanced. For at least six but more typically seven or eight months, 
residents are considered in the intake phase. At this point they are given rooms, 
dormitory style, on the second floor of the facility. After one month, they are allowed 
to go clothes shopping with $200 provided by the Division of Youth and Family 
Services. This lag period is used at· the program to provide sufficient time for the 
residents to "buy into" the program. It allows time for clients to show they 3~ ~ gorng 
to remain, is an initial move by the program to inject tolerance and patience, end 
de-emphasizes the money. 

As the resident improves and progress is made in education, employment, 
behavioral control, value modification, and consistency, they are admitted into the 
advanced unit. Rooms are taken on the first floor and the restrictions on mobility are 
eased someWhat. Residents are allowed later. curfews and are permitted to wear more 
"dressy" street clothe&. Prior to this, the progI'am consciousl:,' attempts to 
de-emphasize "material things," believing they encourage the residents to take their 
minds off the real issues and problems. 

In the advanced unit, progress is reviewed on various residents in weekly case 
conferences. In the advanced-advanced group, stUdents are eligible for counselor-in
training positions, involvement in group sessions is reduced to a minimum level, 
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weekend sign out is permissible, and once a week one-to-one sessions are held with the 
assistant director. 

By way of contrast, in PORT progress through the program is measured by 
. successfully meeting the goals stated in the serv~ce pla~. Every m~nth a case 

conference is held on the progress of the client; thIS meetmg regularly. mvolves the 
houseparents and a representative of the referring agency. Upon completion of all 
objectives, clients are graduated from the program. 

The nonresidential programs also reveal a variety of ways in which movement 
through the program is guided and progress pursued. Vi~ble maintains a point system 
for particular aspects of their program. Copper Mountam uses one on a once-a-week 
basis to gauge progress and spur group dialogue., Transit!onal Center, und~r a new 
program coordinator, has completely done away wIth a previouslY,u~ed exte~slve token 
economy system and replaced it with a team concept emphasIz~ng re~Ity therapy 
(personal responsibility and accountability) and monthly staff,mgs wIth, stud~nt 
participation. Key's system relies on a three-stage process mcorpora~mg brIef 
residential intake, community tracking, and residential backut:, w~ile Katah~m ~ngages 
in educational contracting and a deep commitment to "egalltarI,anll o:g~m~atlon and 
extensive student involvement in the running of the program. ProJect VIsIon Illustrates 
a detached counselor/tracker approach allowing workers wide discretion in organizing 
activities and establishing limits. 

Viable's in-house school component relies on a point system to reward stud~n~s 
for exhibiting positive behavior in school-related ~ctivities and groups. As such, It IS 
more a mechanism for encouraging appropriate behavior than determining p~ogram 
progression. There are eight categories for whic::!:h points can be earned: on time to 
class on time from break, respect for staff, respect for peers, working before 10 a.m., 
working after 10 a.m., group involvement, and bonus. An "O.K." in any category is 
given one point and an "XII is given zero points. The points are totaled every d9:Y ~nd 
then summed over the week. Points accrue from week to week and are used as bIddmg 
points in auctions for goods donated by local department s,tores and busin~ses (e.g:, 
sporting goods, playing cards, albums, tee shirts, concert tickets). The pomt car? IS 
designed to resemble a checkbook and it is balanced ?y stu~ents as ~heir e~rned pomts 
are used. In this way, students get accustomed to usmg baSIC math m keepI~g traCk, of 
point balances and become familiar with how checkbook~ work. The counseling and Job 
development activities are monitored in weekly case reVIews. 

Copper Mountain utilizes a point system to encourage and reward approp~iate 
interpersonal conduct and involvement in each of the programs' components. It IS ~n 
interesting system in which points are actually assigned only once a week on the ba~ls 
of a modal staff vote. During one of the week's regularly scheduled commumty 
meetings each student is rated on a five-point scale from "needs improvement

ll 
(1) to 

"excellen't" (5) in five categories: counseling, recreation, school~ tracking, and 
responsibility. 'rhe category "responsibilityll refers to a student's regard for others and 
for self. The criteria for all categories are effort and participation. As the votes are 
taken each student can respond and other students comment. The point score voted 
most frequently by staff is the earned number of points. A "5" in school all week e~rns 
a day off from required school work. Weekly totals of "1611 or above earns a soft drmk, 
"20" or above earns a soft drink and a candy bar, and a monthly total of "7511 or above 
means the student is taken out for dinner. Unlike the other point systems, this one 
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capitalizes on a staff and student dialogue concerning performance and assessment. 
Staff collectively decide on points and the students are a part of the process. The 
clients see how it is they are assessed and why. 

, ~ran~itional Center had completely done away with a token economy system, 
believmg It had become unnecessary as an instrument of social control and 
counterproductive as a result of its tendency to be used punitively and indiscrimi
nately. Thus, the previous merit system requiring the hourly recording of points was 
replaced by a system predicated on immediately confronting various misbehaviors and 
rule infr~ctions and evaluating progress along with each student in monthly scheduled 
case reVIews. The emphasis shifted to placing responsibility squarely on the students 
and dealing with problems and difficulties as they arose. This was expedited by efforts 
to secure much closer team work by counselors and the teachers, and by requiring a 
monthly case review for each student, with his or her active participation. As was also 
the case ,at Copper Mountain, this means that each student has a regular opportunity to 
assess h~ or her own progress over the preceding month, to hear what the staff 
members think and recommend, and to respond to staff comments. 

, K~y Tl>ack~ng Plus quic~ly m?ves clients from a brief stage of highly restrictive 
res~dential confmement to mtenslve community tracking. In the latter stage, an 
assIgned outreach worker maintains close monitoring and support for the youngster 
seve~ days a w~e~(" twenty-four hours a, day. Coupled with frequent mandatory 
meetmgs and actIVIties at and under the gUIdance of the program, each student is held 
closely accountable to a set of agreements carefully specified in a signed written 
contract. Brief residential backup remains available in the event of crisis or contract 
violation. 

Progress is carefully monitored by the close observation and interaction of the 
outreach worker. Tracking stringency diminishes somewhat with demonstrated 
improvement and trustworthiness. However, each client is assessed every month in a 
case conference. Participants include the program director, the residential casework
er, the outreach worker, and the referring agency caseworker. At least one-half of the 
clients are involved with another Key program subsequent to participation in Plus. 

The system at Katahdin relies to a great extent on the active and close 
involvement, interaction, and equality between the staff and clients. It is believed 
that by allowing the students a significant input into decision making the chances are 
increased the clients will have a greater investment in outcomes. This extends over 
what happens to themselves, others in the program, and in the program overall. It is 
through generating the feeling of lIownership!l in the program and reasonable equality 
between staff and clients that the program hopes to foster self-confidence, self
control, trust, and honesty. There is no naive expectation this is an easy course; in 
fact, the executive director commented that it was day-to-day behaviors that they 
focused on and worked with most intensively. It is expected that, if any chance for 
val~e change exists, it will in all probability follow behavioral change. A youngster's 
baSIC value structure mayor may not be reached, but by working on creating an 
atmosphere of trust, honesty, lightheartedness, clear expectations, and f.l. high degree 
of participation in decision making, it is believed the chances are improved for more 
fundamental and internalized value change. 
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The egalitarian system tIle program employ~ ~laces ~ great deal of responsibility 
on the students. They are given many opportunItIes to mfluence the program. For 
example after a five-day trial period all the students vote on whether to acce~t or 
reject ;. new client. There are rotating student officers, and a stu~~nt presIdent 
participates in board meetings. The student bo~y also. sets the condltI?nS and ~he 
probationary period extended to suspended and misbeha~lI'~~ students. ThIS collectIve 
group decision making imposes a large degree of responsibIlit:y o~ the students, ~d as 
stated by one staff member, not every youngster can deal wIth It. Moreover~ It ~o 
takes a special kind of staff who are willing to "let some power go" and go along wIth 
the students' exerting considerable say in how things are done. 

In the educational component, a weekly contract is formulated, spelling out what 
needs to be accomplished in order to be eligible for. credit. After five w~eks of work, 
a fraction of a credit is earned. A separate educatIonal progress report IS done every 
week with one copy going to the parents, the probation officer, and the program 
counselor. The youngster also completes an assessment on his or her o~n p~ogress. 
Weekly progress reports are done by the counselors as well, and each client IS more 
formally staffed once a month. 

Project Vision's outreach worker approach places major respo~sibility on 
individual caseworkers for work with and tracking the clie~ts. ~n theIr cas~load. 
Ideally, after six months, the number of contl~cts per week dImInIshes from fIve ~o 
two. The detached counselor/trackers are requIred to keep a log of ~l contacts. ThIS 
includes writing up a daily activity log and maintaining sch?ol and Job ~rformance 
records for each client. In addition, counselors are reqUIred to provIde m~:mth~y 
updates of the treatment plan detailing a full analysis of the progress of each chent m 
all aspects of the plan. 
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CHAPTER IX 

IMPOSITION OF CONSEQUENCES AND PUNISHMENT FOR CONTROL PURPOSES 

The use of point systems, the acquisition of privileges, and the staging of client 
progression or advancement through a program are all methods to exert control over a 
client population. Similarly, vital to the operation of any community-based program 
are provisions for asserting control, setting limits, and imposing structure in other 
ways, such as establishing consequences and imposing punishment for rule infractions 
and misbehaviors. This relates to the dual purposes of trying to maintain order, 
supervision, and consistency while simultaneously providing support and counsel, 
education and training, advocacy, service brokerage, etc. 

We have already described a variety of ways in which point systems can be used 
to dispense rewards and punishments. The programs visited also employ additional 
sanctions to deal with misconduct. Those without· point systems rely on other kinds of 
control mechanisms. Sanctions include reprimand and individualized talk sessions, 
written exercises, work hours, mobility restrictions and altered curfews, loss of home 
visits, reduction in allowable activities, brief isolation (e.g., confinement in room), 
prolonged group encounters, monetary restitution or reduction in allowance, loss of 
privileges, peer pressure, stigmatizing garb, the threat or use of force, physical 
restraint in countering aggressive or violent outbursts, reports to probation/youth 
authority/courts, and program termination, usually accompanied by return to the 
referral source for additional action. 

We turn now to the primary measures used in imposing cOIl..sequences and 
punishments in each of the programs tmder study. We will also point out measures 
taken to control entry and exit to and from the program site, since such measures are 
often regarded as one way in which institution-based programs exert impersonal and 
therefore possibly dehumanizing and overly punitive control. FKMI residents, as was 
stated earlier, might earn a minimum of only two points (indicating "deficiency") in 
each of the three daily (Monday-Friday) activity periods. Depending upon accumulated 
totals, clients may 1) not advance in level, 2) be denied accompanying level privileges, 
and 3) have insufficient points to bid on participation in special trips and other 
activities which are regularly auctioned. In addition, however, there is also a "time
out" room, use of work details, and the prospect of an administrative hearing (involving 
the referral agency) which might result in the recommendation for a transfer hearing. 
The referral agency does maintain a full-time liaison counselor at the program. At the 
time of our visit, the position was held by a former FKMI worker. There is a high 
fence surrounding the outer perimeter of the abandoned naval base and a guard at the 
entrance to monitor access to and from the property. It should be noted, though, that 
the fence is located well beyond the actual program facility and is easily bypassed, due 
to its general disrepair! 

Esperanza's point and staging system also provides a means to deny privileges, 
control mobility, and stage advancement. Similar to FKMI, unearned points are a 
sanctioning mechanism. In addition, however, a weekly $4 allowance can be reduced, 
weekly home visits denied, work hours imposed, monetary restitution for any damages 
to the building or property assessed, recreational trips restricted, and expulsion and 
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return to the referral source initiated. Permission must be obtained to leave the 
facility, and overnight awake staff are used. 

ARC's point demerit system is linked to a preference among weekly chores and 
selection of a student of the month. The progI'am also uses reprimand, essay writing, 
work hours, individual talk sessions, curtailed mobility in the facility, denial of home 
visits, and as a last resort, program termination. Maintaining much more constant 
surveillance thRill in any other program visited, ARC relies on twenty-four hour a day 
eyeball supervision and close ali-night monitoring of the single exit out of the sleeping 
quarters. Intensive extended group sessions can be called to deal with serious 
difficulties or a developing negative peer culture. Returned runners and more serious 
rule violators may be prohibited from wearing street clothes and required to remain in 
a ba.throbe. This sanctioning device operates on two levels. Functionally, it serves to 
reduce the likelihood of running, or at least make it more difficult. It also impresses 
upon the youth the fact that he is being singled out and even more closely monitored. 
On a symbolic level, the robe is used as a stigmatizing mechanism. It can be the 
source of humiliation and of ridicule by peers. Finally, trips into the community by 
residents are always escorted, and very careful close supervision is constantly 
maintained. 

Vindicate Society operates on a different basis than the other residential 
programs visited. Utilizing a much more aggressively confrontational group approach 
and a high proportion of former residents on staff, the program is designed to 
incorporate so-called "boxing therapy." Immersed in controversy, boxing is regarded at 
the program as a strong deterrent which is not punitive, dangerous, or questionable as 
a therapeutic technique. The executive director states that the boxing cannot be 
"programmed" (i.e., scheduled in advance) but has to be spontaneous, so as to maximize 
its effectiveness as an immediate response to a hostile attitude or behavior. A number 
of staff and the executive director pointed out that during the several periods in which 
boxing has been suspended the residents' cooperation level markedly changed. They 
became much harder to control. In contrast, however, an independent evaluation 
report suggested that the run rate actually diminished with the suspension of boxing. 

In addition to the use of boxi~g, Vindicate Society sanctioning measures included 
room restriction, "social parole," meaning that residents are not allowed to speak for 
several days, repetitive sentence writing, a handcuffed return to detention in the 
presence of the program's own apprehension officer, demotion in level, and referral 
back to court. Movement into and out of the facility requires signing in and out at the 
facility's entryway. Surveillance in the immediate vicinity of the facility where 
clients are permitted to roam is accomplished by other residents and staff conspicu-
ously present throughout the neighborhood. . 

The final residential program, PORT, responds to negative behavior;.; in a 
graduated fashion. Minor violations are likely to result in a verbal reprimand. In the 
case of more serious misconduct, the executive director will intercede and try to 
resolve the problem. At the most extreme level of sanctioning, youth can be 
terminated from the program and returned to the original referral source. In some 
instances, youth can be sent to PORT's other facility for young adult offenders, the 
correctional center. Developed as an alternative to incarceration and to provide 
closer control and supervision for high-risk probation cases, the center will take youths 
with continuing adjustment problems and known acts of illegal behavior for periods of 
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less than four weeks in duration. Following this stay, the youngster must either be 
returned to the group home or terminated from the program and sent back to the 
referral source. 

The nonresidential prog~ams reveal a similarly wide assortment of sanctioning 
pr~cedures ti;Sed as means to Impose control and exact consequences for misconduct. 
In Its educational component, V AP's point system established a means to deny material 
rewards available by auction for points. In addition, verbal reprimands are delivered 
by i,ncreasingly mor~ authoritative persons. Depending upon the seriousness and 
perSIstency of the mIsc~nduct, the stUdents are successively dealt with by teachers, 
couns~lors, the deputy dIrector of the overall agency, and the executive director. The 
handling of problems which appeared to be more serious and worrisome ordinarily fell 
to the ,deputy director ~ho acted in a kind of assistant principal/disciplinarian role. It 
was th~s same deputy dIrector who during the first year ran an intensive confrontation
ally orIented group (see "Program Services" in program profile). Termination with a 
return to the referral source remains the most serious sanction available. Since the 
v~t majority of youths in VAP are on a suspended commitment status, the possibility 
e~sts.?f a full-fledged commitment or of revocation of probat~on and a new 
~1SposltIon order for a much more restrictive placement. However, this kind of action 

·IS a last resort employed only when all else has failed. 

Copper Mountain's once-a-week modal point assignment can also result in 
studen~s not ac.quiring a day off from school work or some food rewards. In addition, 
there IS a varIety of consequences or punishments available for control purposes. 
Regularly sche~U!ed group community meetings are frequently used to discuss 
youn~sters' speCIfIC. problems. In these sessions the participants are asked to suggest 
solutions and sanctIons. Staff can also invoke such sanctions as work hours extra 
school ~o:k, and prohibition from participating in a recreational activity. Rec;eation 
serves 10 Its own right as a strong motivator for the students to complete school work 
and ~ehave appropriately. There are frequent stUdent-counselor conferences around 
the Iss~es of self-control, reaction to provocation, and proper conduct. Br.ief 
sUSpe?SIOnS, reports to probation officers and police, and expulsion are also possible 
sanctions for more serious or persistent behavior problems. 

, Transition~ Center is an interesting illustration of a program in which the 
ass~gnment ~f po1Ots was spec~f~cally abandoned due to the new program coordinator's 
belief that It had become punItive and dysfunctional to the operation of the program. 
~nstea~, the new system emphasizes handling problems immediately by directly 
1Ovolv1Og th.e youngster in. a discus~ion of what has happened, why, and what can be 
done a?out It. Plac~ment 10 detention and referral to court remains as the last resort. 
The eXIstence o~ a s10gle probation officer assigned to all of the participating stUdents 
served to expedIte close case management and oversight by the court. It also provided 
a constant reminder to the youngsters that the court and its ultimate disciplinary 
authority remained ever present. 

, ~{ey Trac~ing, Plus is based on tightly structuring clients' time and closely and 
mtensIv~ly momt~r1Og to see that the schedule is adhered to. At any time durinig' the 
comm~l~y trackmg phase, as was pointed out earlier, youth can be brought back into 
the ,faCIlIty, where their stay is highly restricted and structured. This so-called 
"reSIdential backup phase" can be invoked whenever there is a violation of the contract 
or at other particularly trying times. It is ordinarily used several times during a 
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client's participation in the program. Additionally, outreach workers do have a.t their 
disposal several consequences short of residential b~ckuP. ~'GroundiI1grr or lowerIng the 
curfew time can be used. At times, the tracker will requIre the chent to accompany 
him on his rounds or youngsters may be required to remai~ i~ th~ of!ice at ~he pr?~r~m 
facility. Also, clients are sometimes restrIcted from partiCIpatmg m certam activItIes 
or trips. 

During residential intake or residential backup, sanctionin~ mea~~es include 
written assignments~ confinement to the office, withdrawal of v~rIous privilege~ (e.g., 
smoking), and extra chores. The seeond-floor sleeping quarters IS staffed 0yermght on 
a shift basis and window alarms are used. When on the second floor, the resIdents must 
ask permission to move from room to room. This assu:e~ ~he counselor on duty on the 
second floor that each resident's whereabouts and activIties are known. Its purp?~es 
are to maintain safety and general house control and to promote total accountabIht.y 
at all times. This particular kind of intensive supervision is brief in duration and IS 
followed by other supervision measures based on tracking, trust, and personal 
responsibility. 

Katahdin's sanctioning procedures extend from a reprimand or conversation wit.h 
staff to going before a group meeting for a discuss~on of p~s~ible co~se9uences. A 
formal behavioral contract can be drawn up wIth speCIfI~ restrIct~ons and/or 
expectations spelled out. Students can. also be .suspende~, ~!~h re~dmItt~c~ and 
conditions being decided in a group meetIng. TypIcally, thIS Wil.L entaIl a deCIsIon on 
how long to extend a readmittance probationary period. Expulsion from the program 
involvoo;: a return to the referral source for further action. Heavy reliance on group 
decisi~~ making in this aspect of the progr?-m .as .well as in .init.i~ a~mittanc? is in 
keeping with the overall commitment to egalltariamsm and to InstIllmg In the clients 8. 

sense of ownership in the program. 

The Project Vision outreach worker program provided very little by way of a 
specified program-wide system for reacting to client miscond~ct.. Coun~elors may 
deny participation in an activity or trip. In the case of severe vIolations, clients could 
be terminated from the program and returned to the source of referral for further 
action. 

-
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CHAPTER X 

NATURE OF EXTERNAL RELATIONSHIPS AND USE OF COMMUNITY RESOURCES* 

In .considering the nature of a progr.am's external relationships and its use of 
commumty resources, one must take into account at least two general frames of 
r~ference, al?ng with the corresponding sets of operational indicators relating to each. 
FIrst, there IS the perspective that concerns itself with a program's organizational, 
bureaucratic, and structural characteristics. This approach tends to view community
basedness as consisting of those organizational arrangements which can be established 
to create or enhance the bond between the program and the community. Conse
quently, perspectives embracing this definitional framework are more likely to opera
tionalize or measure community-basedness by identifying the degree to which a 
program's scope of service, itl; sourca of funds, its reliance on other organizations, and 
its staffing patterns and practices connect it to or base it more firmly in the local 
community. 

Alternately, there is the perspective which focuses on actual client life 
experiences and the efforts being made together by program staff, clients, and the 
network of persons, groups, and social institutions comprising a community. This 
client linkage approach is concerned with the extent a..rld nature of the total range of 
the program's services and activities and with the ways in which they are experienced 
and qualitatively assessed by the clients and others. 

While the precise relationship between these two sets of indicators will be 
e:npirica~IY analyzed and discussed in great detail elsewhere (Altschuler, forthcoming 
dIssertation), we can make some preliminary observations that provide a basis for 
understanding the various ways in which programs may identify themselves as 
community based, yet still be organized and operate quite differently. 

CLIENT LINKAGE PERSPECTIVE 

. When w~ consider the ways available to facilitate and achieve client linkages 
wIth communIty support systems and social networks, there are three distinct ways in 
which important individuals, groups, and social institutions can be reached and 
involved. 

RECIPIENTS OF SERVICE 

The various subsystems may be targeted as designated recipients of some kind of 
service. Groups included may extend to the client's own personal netwoI'k of family, 

*The conceptual frameworks in this chapter were developed by David Altschuler for 
u~e in this monograph as well as in the dissertation, "Evaluating Community-based 
LInkages: An Exploratory Comparative Analysis," School of S()cial Service Adminis
tration, University of Chicago. 
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friends, and other peers to teachers and counselors in local schools, neighborhood 
residents, business people, private and public agencies, clergy, community organiza
tions, etc. Such persons and groups may be the indirect beneficiaries of services 
accorded the client group or may be designated service targets. 

Indirect service results from such activities as involving the total family unit in 
discharge planning or home visitations. It might include negotiating with an agency of 
health care or welfare, intervening with the court or youth authority to develop a 
community placement, screening a pool of clients for job placement, and so forth 
(Whittaker, 1974). The point is that whether the recipient of service is the designated 
client directly or indirectly through one of the variety of social support systems upon 
which the client is or may become linked, there is some form of activity, service, 
advice, counsel, etc., being extended. 

A number of the programs we visited demonstrated to varying degrees and in 
different ways a commitment to working with some of the so-called "significant 
others" to which we have referred. Among the five residential programs visited, for 
example, Vindicate and Florida Keys Marine Institute (FKMI) rarely provided service to 
families. In Vindicate's case, this was due to its expressed belief that the home 
environments are so chaotic and disruptive that it is futile to devote time to a task 
which has minimal chances of success at best. For FKMI, the youths viI-tually all come 
from 150 miles away and, other than nominal reports on progress, the program assumes 
no responsibility for family work. This would fall to the Health and Rehabilitative 
Service home worker, if done at all. We must keep in mind, of course, that both 
Vindicate and FKMI can be regarded as linking their clients to the community in a 
variety of other ways, but generally not in terms of extending their services to 
families. Neither program regards working with families as a goal or responsibility. 

FKMI does engage in various community works projects. and efforts. This is 
partially to engender community and business support but is also meant to provide 
different work experiences for the residents and to raise funds. Vindicate also has 
residents engaged in cleaning up and watching over the area adjacent to the program. 
This also serves a dual purpose; neighboring businesses and commercial establishments 
are assisted and hopefully reassured concerning the program, and the clients are given 
responsibility for maintenance and upkeep of the property. 

The remaining residential programs, the PORT Boys Group Home, Alternative 
Rehabilitatiort Communities at Woodlawn (ARC), and Esperanza Para Manana (EPM), 
all, to some extent, do family work though none could be considered particularly 
intensive in this area. At ARC, it is generally not un.til the final month or two in the 
program that weekly contact between the family and the outreach coordinator occurs. 
It can also be a rather long distance from the program to the clients' homes, since 
ARC is a regional program drawing from numerous counties. ARC will intercede with 
the court on behalf of residents. PORT's houseparents conduct some sessions with 
families around problem solving and improving relations with the youngsters, but the 
fact that the houseparents are the only two regular full-time staff members precludes 
any extensive, ongoing counseling. The contact with family appears largely 
informational and instructive, in keeping with the program's ove':all orientation. The 
program is low keyed, homelike, and clearly not staffed with the intention of providing 
formalized intervention with families by experienced or trained wt,'lrkers. 
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The EPM clinical director visits each family two or three times a month. These 
visits are planned to encourage the building of trust and rapport. This is followed by 
friendly advice and counsel rather than elaborately structured family therapy. Given 
that families are generally free to become involved or not with the program, as a 
matter of course it appears wise to take the easy and low-keyed approach. 

When we turn to the nonresidential programs, we can also discern some clear 
differences with respect to providing service in some fashion to community networks. 
Key's designated outreach workers not only track clients, but rather regularly actively 
intervene with family members, peers, school teachers, and employers. They perform 
an important monitoring and mediating role between the youngsters and their schools 
and employers. In a very direct sense, the school and employer are receiving service 
and help from the caseworkers, who will actively hold the youths accountable and 
assist them in managing their responsibilities. The act of finding schools and jobs for 
the clients and preparing them for the concomitant responsibilities may very well 
make the difference between a school or employer agreeing or refusing to take on a 
young offender. There are also three or four family meetings during residential intake 
and continued contact with families afterwards. Family cooperation and support can 
be encouraged by such contact, since the family sees the close supervision their child 
is getting and experiences the assistance they themselves get with their problems. The 
almost daily family contact may help to break down distrust and suspicion and 
generate receptivity to taking advice on family difficulties. The Key clients are 
placed in public school programs and jobs and are accompanied to court by their 
caseworkers. 

Project Vision is the only other nonresidential program to keep clients in 
community schools, though their tracking is very informal and no visits to the program 
or participation in activities is required. Family contact occurs at the homes and on 
the phone. Vision workers also have the opportunity to meet the client's friends and to 
work on the streets. 

Family work at Katahdin is quite central to the program and sessions are 
frequently held at the facility in the evening, initially for four to six weeks and 
thereafter on a renegotiated basis. Attempts are also made to have clients become 
involved in some outside community activity. There have been problems in getting this 
component off the ground, probably due to the fact that staff simply do not have the 
time to actively arrange and monitor it. 

Copper Mountain mostly maintains contact with family through its trackers, who 
do offer advice to families. However, this tends to bt;! largely informal and is not 
sharply defined. A limited amount of family counseling at the facility by counselors 
does take place. Viable Alternatives maintains regular contact with families to 
present progress reports, make inqUiries, and spot early and developing difficulties. 
Regular sessions with families are arranged in roughly half the cases at the beginning 
of program participation, when service plans are developed. The counselors also 
accompany the clients to all courts proceedings. Transitional Center has been planning 
a four-tiered system of family work: twice-a-month counselor/family meetings, 
parental participation in their child's monthly staffing, monthly parent training groups, 
and intensive formal family therapy when needed. 
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The point we wish to make by these selected illustrations is that there are a 
variety of ways in which programs can reach out and in a real sense extend assistance 
and support to the personal and community networks of which a youngster is a part. 
While a variety of reasons may exist for having to place a youngster in a program out 
of the home community, there are still numerous opportunities for tapping and working 
with various community networks. Having youth and staff, together, increasingly 
relate to and work with family, peers, school, and work opportunities constantly 
focuses attention on resolving both primary and attendant problems having to do with 
handling actual life situations and difficulties. Emphasis can be placed on making 
available experiences with the community that provide learning opportunities and 
social skill development which help youths better cope with the kind of environmental 
demands and pressures they must face. However, achievement of this goal usually 
requires investment of staff time to arrange and clos€ily oversee the effort and to 
reassure and provide assistance to prospective community providers. 

PROVIDERS OF SERVICE 

The second-and closely related-category of responsibilities and functions used 
to facilitate and achieve client -linkages involves the utilization of community 
resources as principal and auxilIary providers of service. This incorporates the notion 
of bringing in others for the purpose of providing some kind of service or assistance, so 
that the client increasingly receives services or partakes of activities outside the 
program facility. 

The thrust toward maximum client involvement with community agencies 
presents the "normalization emphasis," increasingly seen as vital to the reintegration 
process. It rests on the idea of minimizing overdependence on a particular program in 
which everything is done to and for clients by the same individuals or sets of people. It 
also serves as a means for others not necessarily "captured" by program administration 
to unobtrusively keep watch on the program's climate and practices. Whether the 
locus of contact is initially in or outside the program facility, it can be conceived as a 
way to allow for the planned and selected use of normalizing contacts to maximize 
reintegrative potential. Institution'-like patterns can be minimized, more customary 
modes of interaction experienced, and other segments of the community not typically 
involved in corrections brought into the process. In short, exposure to and exploration 
of a wide array of people, groups, and social institutions from and in the general 
community allow for 1) clients to accomplish a cognitive restructuring of experience 
which determines their coping style and their internal relationship to that environment 
(Taylor, 1980: 30) and 2) expanding the arena of youth corrections (Coates, Miller, and 
Ohlin, 1978). The acquisition of skills required for productive and law-abiding 
community living cannot be accomplished without exposure (however gradual and 
closely monitored as deemed necessary) to the variety of influences and forces 
common to living in free society. 

The programs visited provide numerous examples of how this can be accom
plished, with what kind of preparation and monitoring. Three of the five residential 
programs relied on community schools of various sorts including regular public schools, 
special alternative schools, vocational education programs, and adult education. By 
making use of already existing resources the program is thereby freed from having to 
establish and finance a full-fledged educational component, and at the same time, the 
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youth spends a substantial part of the day in more natural settings, where behaviors 
.-:an be practiced and tested. 

In PORT, for example, the youngsters are sent to public schools in their home 
communities, and state law requires the home boards of education to make provisions 
for transportation. Many of the ARC residents walk to the nearby high school, and 
some of the Esperanza youth attend alternative schools where they get special and 
intensive instruction. All three programs maintain close and regular contact with the 
teachers. Two of the six nonresidential programs also utilize public or alternative 
community schools. Key spends the first few weeks when the clients are in residence 
to test and work remedially on areas of weakness. The in-house school is also available 
on a short-term basis for suspended students. Vision has its clients in regular public 
schools, special education schools, and public alternative schools. Once again, the 
critical element is keeping continuous and careful track of the youths; otherwise 
matters can get out of hand quickly. Misbehaviors and problems typically require 
immediate attention and intervention. 

Some programs also rely on community resources to provide a variety of other 
services to their clients. Vindicate and Key, for example, have many residents 
engaged in part-time work, sometimes at the program but also in jobs' procured by 
program workers, whose responsibility it is to closely monitor the youths. PORT 
utilizes local residential resources such as parks, playgrounds, and community centers, 
and also taps volunteers to help with tutoring and recreation. Esperanza residents use 
local parks and stores and are taken to various Hispanic-oriented activities in the area 
and at the University of Utah. 

Two of the residential programs operate their own in-house schools: FKMI 
(whose school is also open to about thirty-five day students) and ARC. FKMI uses the 
county community mental health service to provide group counseling and some 
individual help. Also located on the abandoned naval base but down the block, the 
mental health workers regularly interact with all of FKMI's residents. ARC residents 
are taken as a group to use local recreational facilities including the YMCA and parks, 
and for occasional short-term vocational instruction at other locations. 

Four of the day treatment programs essentially operate as alternative schools 
with additional components built in. Copper Mountain subcontracts with private 
organizations to provide its education, tracking, and recreation components. Viable, 
being a multiservice agency with a variety of youth programs operating out of its 
facility, has some overlap among its various programs, including job placement and 
preparation. Katahdin's experience with a community service component had not 
successfully gotten off the ground, but local recreational facilities were regularly used 
and student interns are frequently placed there. Probably the most extensive use of 
interns and community volunteers was Transitional Center which was able to take 
maximum advantage of a court services volunteer program. The local board of 
education also provided for the bulk of the educational services through its 
contribution of teaching staff and transportation for the youngsters. 

PERSONAL, SOCIALLY INTEGRATIVE INTERACTION 

The third and final category of functions involved in developing external 
relationships and using community resources relates to policies concerning other kinds 
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of permissible interactions and visitations allowed clients. The allocation and 
monitoring of time allotted for personal, socially integrative interaction and ac.tiviti.es 
has major relevance for residential programs, though several of the nonresIdential 
programs bear some mention in this connection as well. Beyond the more structured 
and organized aspects of the program, there is the matter of general. a.ccess .to fam.ily, 
old friends, peers in general, and other persons for the purpose o~ VISItS, .lelsure-t.ll~e 
pursuits, private time, etc. In the residential programs, the best Illustration of thIS IS 
in the handling of visitation, most notably the home visit. It is typically the case that 
after a predetermined period of time residents become eligible for home visits. 
Generally, this is not a right automatically granted at a set time; rather, it is a 
privilege whi~h must be earned, and when granted, there are established understand
ings and sometimes signed contracts rt~garding behavioral expectations. 

Both PORT and Esperanza permit residents to visit their homes with the greatest 
frequency, though Esperanza generally waits five or six weeks before the first visit is 
allowed. In the Esperanza program, the purposes of the visits are to allow contact 
with the home community to continue, to lessen any dependency on the program that 
might be developing, and to provide opportunities for the residents to be faced with 
and make choices about their conduct and behavior. By the time the visits commence, 
there have been at least two meetings with parents and specific conditions for the 
visits have been set. If the families are unwilling to permit their child home, a 
relative or other "extended family" member is sought. Short forms are filled out by 
the family following the weekend visit. The home visits are clearly used as a means to 
positively reinforce proper conduct and behavior; consequently, the visits can be 
denied and they are tied to the program's point-based staging system. Following two 
weeks of residence, parents can visit their child at the program, though this can be 
delayed if restrictions have been imposed on the youth. 

PORT allows home visits every weekend, although presistent family problems 
might result in the staff not actively encouraging a weekend trip home. Restrictions 
on associating with a particular peer group or with other youngsters within a specific 
age range (e.g., a group of older youths who may be continually in trouble) can be set. 
Visits can also be denied on the basis of various misbehaviors at the program as well as 
for difficulties experienced on prior home visits. There are no set times for families 
to visit. Parents are allowed to come with advance notice, but in the instance of very 
poor family relations the staff may well prefer the family, at least in the short term, 
to stay away. 

ARC allows home visits after two months. These are contingent upon no 
restrictive status at the program, prior approval of the probation department, consent 
of the parents, and a counselor first accompanying the student home for the day. A 
written contract specifying various call-in times and conditions is formulated and 
signed by the student, counselor, and director. After the first home visit of one day, 
subsequent home visits are twice a month for the whole weekend. Visits remain 
privileges which can be denied, and for each a contract is formulated and signed. On 
prerelease status, occurring approximately eight months into the program, stUdents are 
eligible for extended weekends devoted to pro(mring a placement for employment, 
training, or education. Once this is accomplished and after an extensive period of 
reentry planning has begun, the student begins 8. p~riod of approximately one month 
during which only weekends are spent at the facility. Both probation department 
approval and parental consent are obtained prior to community reentry. Usually, on 
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Sundays and with some advance notice families are allowed to visit with their child at 
the facility. 

The two residential facilities providing the fewest scheduled opportunities for 
home visits were FKMI and Vindicate. However, while both programs do share this 
feature, other fundamental differences between the two programs exist. These extend 
to the way in which the programs are organized, their specific components and 
orientation, and the overall environment of the catchment area and the local juvenile 
justice system. Specifically, placement in FKMJ!s facility means for all the residential 
clients four months of about a lS0-mile separation from home. A five-day home visit 
is permitted with the attainment of level III in the program's level advancement 
system. Upon return to the facility, only a few weeks are left until "furlough" or 
termination. Parents are asked to fill out a short fOlom on the visit. Making contact 
with the youth and the family during that visit is the task of the HRS home counselor. 
Approximately half of the residents opt not to take their home visit. Families are 
allowed to visit their child at the facility once a month. 

Vindicate does not schedule home visits for the residents, though such visits are 
allowed, particularly for holidays. If the family indicates that the home area is a bad 
place or that they feel it is detrimental, a resident might be denied a home visit. 
Believing that the home environment is largely chaotic and that return home invariably 
necessitates facing confusion and parents who either can't or don't wish to take their 
child back, Vindicate staff make little effort to reintegrate the youngster into the 
family or home community. Staff members report that oftentimes after the eighteen
month stay at Vindicate there was no place for the residents to go. There are also no 
scheduled times set aside for families to visit the program, though they are permitted 
to do so with proper notice. 

Personal and socially integrative efforts take a somewhat different form in 
nonresidential programs. Since youth do not reside at the facility, they are obviously 
in more of a position to interact informally and leisurely with their family, close 
friends, other peers, etc. The central questions, therefore, include: 1) Are restrictions 
imposed on a youth's choice of associates? If such restrictions are imposed, is there 
any monitoring of them? 2) Are designated times scheduled for families to spend time 
with their child at the program? 3) Are families and neighborhood youths or friends 
invited to participate in group activities such as field trips, movies, sporting events, 
picnics, etc.? While there may be an element of service provision or receipt here, we 
basically have in mind the allotml~nt of a specified period of time for the family or 
friends to have some free time together (though not necessarily unsupervised) to either 
indulge in conversation, make use of program recreational or educational faCilities, 
and so forth. 

In no instance did any of the six nonresidential programs schedule designated 
times for families to be with their child at the program, although none indicated they 
had any problem with having the families come there. Transitional Center did indicate 
that thought was being given to having parents stay for the day, if possible, when they 
came to attend their child's monthly staffing. This would not only provide an 
opportunity for parents to observe the youth in the program, but would also present a 
chance for them to work with their child on some activity 01' project. Among the non
residential programs, it was also uncommon for the families to participate in group 
activities, although a number of the directors expressed interest in pursuing this idea 
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in the future. Additionally, there was not much involvement of neighborhood youth or 
friends in either using the facility or participating in activities or events at the 
program. Finally regarding restrictions, rules, and prohibitions on whom a youth can 
associate with out of the programs, four of the program directors (Transitional, Viable, 
Katahdin, and Copper Mountain) mentioned the courts or probation as the imposer of 
limitations of this sort. 

Viable further indicated that curfews might be established by counselors at the 
time of case plan development. Vision's counselors were each free to advise who it 
would be best to stay away from, and Key not only imposed absolute restrictions on 
who could be seen and what places were off limits, but it also prohibited clients from 
getting together with other Key clients in the communitye Copper Mountain's 
strategy, when it believed it important to impose such restrictions, used the courts as 
-a means to invoke the order, hopefully thereby inducing compliance while not going 
beyond its own authority. Key and Copper Mountain both employed "trackers" or 
outreach workers wilo primarily operated out in the community. Vision'S caseworkers 
were also expected to frequently work on the streets and in the community. Many of 
the Vision clients did not and were not required to spend time at the Boys' Club 
facility. 

ORGANIZATIONAL PERSPECTIVE 

We now turn to consideration of the ways in which the various programs were 
organizationally and structurally linked to the communities they serve. To begin with, 
it was quite common for each of the pI'ograms to serve or take clients primarily from a 
geographical area comprising a smaller portion of the overall and formal catchment 
area from which the clients could come. Two of the five residential programs were 
technically statewide, one served a regional area which included twenty-six counties, 
and two focused on service areas composed of two and three counties respectively. 

SERVICE AREA 

Vindicate, while formally pulling statewide, was no longer receiving referrals 
ft'om the county in which it was located. The other statewide program, Esperanza, 
drew its clients from the two population centers with the highest concentration of 
Hispanic residents. Over a three-year period, ARC, which served south central 
Pennsylvania, took clients from eight counties. PORT drew clients from its home 
county and two less heavily populated adjal~ent counties which were jointly 
participating in the state's community corrections act. FKMI, although technically 
serving two counties, drew virtually all of its residential clients from the Miami area. 

There are two important points underscored by these facts. First, the stated and 
formal catchment areas do not necessarily describe where clients ordinarily come 
from. Consequently, it is the area primarily served which provides a critical referent. 
At the same time, however, how those fewer cases coming from outside the primary 
area are handled in terms of family and facilitating positive relationships in the home 
community is equally important. Second, programs must be viewed within the context 
of the size of the area from which they actually draw referrals. It may well be that 
certain specialized services for particular populations (e.g., seriously emotionally 
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disturbed, serious offenders, highly secure settings) are not locally available because 
they are too costly, the area is too small and remote to have a particular faCility, the 
community won't accept it, or the program requires staff and resources found more 
readily in other areas. In addition, it may be thought that a specified period of time 
out of the home community would be beneficial for a youngster, due to intense 
community pressure and sentiment, or because the family situation is dangerous or 
unhealthy. Therefore, programs may have to draw clients from relatively large areas 
of the state. 

In practical terms, the size of the actual service area (e.g., neighborhood, 
multiple communities, city, county, multicounty, statewide) of different programs can 
be expected to vary widely. This presents vastly different possibilities for ways in 
which client linkages can be forged with the family and the youth's own social network. 
Whether or not clients are close to home or have reasonably good access to their home 
community has important implications for the feasibility of a program and its staff to 
work both with a youth and the family. Consequently, the distinction between home 
and host communities has great importance for what is possible in terms of work with 
personal social networks. What is it realistic to expect concerning visits with family? 
Is anybody working with the family concurrently or will it occur later? Who takes 
responsibility for working with the fainily and social networks of the offender? If it is 
a different person or agency than the one working with the child, is it coordinated with 
those persons who have been most closely dealing with the youth? 

The nonresidential programs showed similar variability with respect to the siz(l 
of their catchment areas. Copper Mountain was formally a statewide program, but in 
actuality almost all clients came from one of two adjacent counties. Key served a 
region of the state, although the greater Springfield-Holyoke area of Massachusetts is 
the prime source of referrals. Transitional Center, Katahdin, Vision, and Viable all 
technically served a county or parish, but Katahdin deals primarily with Minneapolis, 
Vision with two close-by community areas, and Viable with a ten-square mile area 
around the facility. 

SOURCE OF FUNDS 

Except for Transitional Center, which is a court service program, the programs 
operate on a private, nonprofit basis. Four of the residential programs operate with at 
least 75 percent of their funding from a state or federal agency, although in one case 
county authorities act as the conduit or intermediary for dispersement. ARC bills the 
home county, which in turn is reimbursed by the Pennsylvania Department of Public 
Welfare for 75 percent of the cost. Vindica.te received most of its money from the 
Department of Youth and Family Services. Esperanza's federal funding is channeled 
through the Division of Family Services. FKMI is funded primarily by Health and 
Rehabilitative Services, which operates out of regional district offices. In the case of 
the fifth program, PORT, an agency of local county government provided most of the 
funding. LEAA block grant money funneled through state planning agencies was a 
principal source of funding for Transitional Center, Vision, Katahdin, and Viable. 
Federal money dispersed through a state entity supported Copper Mountain, and Key 
received money from the regionally organized Massachusetts Department of Youth 
Services. In many cases, additional funding and in-kind contributions from other public 
and private sources added substantial help and support. 
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It should also be noted that year-to-year changes in funding is not at all unusual. 
This is due to various factors including a formt.llla for federal block grants which 
gradually phased out funding over three years where it was then up to the states or 
local jurisdiction to either pick up the funding in some way or allow the programs to 
fold. Foundation support and other contributions from, for example, boards of 
education and local departments of mental health can also vary significantly from year 
to year. As a consequence of these great fluxuations and the often complex money 
flows, not only have levels of public and private fund!ng ?ecorne increasingly blurr~d 
(Spergel and Korbelik, 1979: 20), but so, too, have distI!1ct.Ions base~ on whethe~ public 
and private sources contributing funds are located withm or outSIde the desIgnated 
service area. Can we be certain, for example, that the location of funding sources 
within the area of service suggests that the program's values and identifications are, in 
fact rooted inside the community? As noted above, there are technical, formal 
catc'hment areas and there are the actual service areas. Moreover, money can be 
originally derived from one or several sources, channeled to a state agency acting as 
dispersing agent, and then administered locally by yet another agency which mayor 
may not be the actual service provider. Consequently, funding sources on th~ one hand 
and monitoring, oversight, and accountability on the other are frequently split between 
at least two agencies which cut across multiple levels of government and jurisdictional 
boundaries. This means that substantial control and administration of funds may well 
fall to anyone or even several of a number of possible agencies and organizations, 
depending upon the particular function or responsibility (e.g., monitoring of a. facility, 
specific case management). If control is lodged locally, this may well dilute the 
importance of the source of funding as a valid indicator of "identification." 

In addition, the smaller the service area, the greater the likelihood that it will be 
necessary to go outside that area for support, particularly in places strapped for 
resources. Programs with comparatively large service areas may have more 
possibilities for generating resources from within their service areas, but this may 
1) bear little relationship to prevailing values and identifications and 2) be not 
especially meaningful, if the values within the area diverge widely !IDd the 
identifications and sentiments relate to subareas of the overall area. Fmally, a 
regional or local office of a larger entity (e.g., post offices, social security offices, 
local outlets for banks) may still be more responsible and accountable to its national or 
state mandate and the central authority than to local interests (see, for example, 
Warren's 1972 discussion on horizontal and vertical authority). 

RELIANCE ON OTHER ORGANIZATIONS 

When residential program directors were asked whether the kinds of organiza
tions that have been most important in the achievement of their objectives were either 
within their primary service area, outside, both, or neither (i.e., depends mainly on 
itself), everyone responded that those within were most important. This included 
Vindicate, which was not receiving any of its own city's or county's offenders but was 
certainly making use of local community resources in the form of public schools, 
training programs, and jobs. FKMI's residents came from quite far away; they did not 
have the kind of access to the local host community that Vindicate residents did. 
ARC, which exercised the greatest overt supervision over residents, and PORT, which 
exercised the least, were also among this group. 
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The nonresidential program directors' responses were somewhat more varied. 
Four indicated that organizations within their primary service area were most 
important. Vision's director responded that both were equally important. This appears 
to have resulted from the fact of Vision's primary service area referents being two 
comparatively small, lower-income communities whose youngsters went to a public 
school outside these cl)mmunities but technically inside the county and hence still 
inside the formal catchment area. Viable's executive director answered that his 
multiservice agency tended ~o rely mainly on itself. Nevertheless, Viable's two full
time teachers were paid by the local school system, which was within the county. 

VOLUNTARISM AND USE OF BOARDS 

. Current use of volunteers in the performance of staff responsibilities was evident 
In only three of the eleven programs (Transitional, Viable, PORT), two of which were 
nonresidential facilities. In each of these three cases, moreover, there were either 
other affiliated programs or a larger contrOlling entity which also maintained a 
volunteer worker program. These structures have evidently made it possible to carry 
out the often complicated and time-consuming effort needed to enlist the services of 
volunteers. Some of the programs which were not utilizing volunteers during the time 
of our site visit did occasionally have volunteer help, but this appeared not to have 
been the result of any abiding commitment or belief in the virtues of volunteer labor 
or its value in facilitating community identification. In fact, several of the programs, 
including those using volunteers, were quick to point out the drawbacks in having 
volunteers, particularly in work with serious juvenile offenders. Reasons included low 
commitment levels, unreliability, susceptibility to manipulation by clients, lack of 
accountability, excessive time required for adequate training1 and the clients' need for 
c?nsistency which required more time than volunteers can ordinarily be expected to 
gIve. 

These limitations suggest that the serious use of volunteers requires their careful 
screening, training, and guidance before actual work with the clients begins. Even 
then, continued close supervision and assistance from experienced staff is probably a 
wise and prudent step to take. It was also our impression that the use or absence of 
volunteers did not necessarily reflect any greater or lesser identification with the 
service area. We should point out that we were careful to distinguish between 
community volunteers who receive no form of remuneration or academic credit 
whatsoever and supplemental staff who work on a full- or part-time basis but at no 
cost to the program (e.g., student field work, internships, CETA workers, probation 
workers, personnel on loan). . 

Nine of the eleven programs maintained boards of directors, though of those 
nine, six were affiliated in some way with a larger umbrella organization (PORT, 
Viable, FKMI, Esperanza, Key, and Vision) whose overall board also acted as a board 
for the programs. The two programs with no boards were Transitional Center, which 
was a public program falling under court servic;es, and Copper Mountain, which was a 
collaborative public and private endeavor principally administered by the county 
department of mental health. 
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PROFESSION ALIZATION 

The final indicator we will discuss is the level of professionalization. Spergel and 
Korbelik (1979: 29) note: 

It is assumed that for most inner city communities the presence 
of professional staff in an organization signifies some degree of 
social distance from its clientele. Professionalization tends to 
gear an organization to definitions of problems and service 
using professional or bureaucratic norms rather than local 
norms. The more community based the organization, the more 
its staff should resemble its clients and community residents in 
education and background. In other words, professionalization 
is regarded as a negative indicator of community basedness. 

A number of interesting issues are raised by this indicator and its implications for 
establishing the outer parameters of a definitional framework and conceptualization. 
If we assume that the more community-based organizations will have staff resembling 
its clients and community residents and, in particular, that the level of professionali
zation (i.e., education and credentials) is the critical measure, then it is quite possible 
that a program staff which possesses more education and training than the service 
community will automatically cause a particular program to be literally defined out of 
its community-based existence. 

Esperanza, from its inception, quite consciously sought to maintain a predomi
nantly Hispanic staffing pattern, but it originally employed ~ore "street-wise" persons, 
who proved to be inadequately prepared to assume their responsibilities. In addition, 
the structure of the program was such that the training, supervision, and guidance 
available was not sufficient to teach or instruct the staff in the skills required to 
competently perform the necessary tasks. Upon a major reorganization, which 
involved the hiring of a Hispanic clinical director with prior experience and training, 
the operating assumption concerning recruitment changed and staff were sought who 
possessed a balance between street savy and professional training. This did not mean 
all staff had to have professional education, but rather that the staff as a group should 
be comprised of persons out of both worlds and that street-wise individuals should not 
be confused with people who were still "hustling" on the streets. The point, of course, 
is that there is nothing magic about a specific staff member having or not having 
professional experience. Having staff with the ability and proficiency to deal with 
offenders and their situations in the context of the program's intervention strategy and 
having a personnel system which carefully selects, trains, supervises, and holds staff 
accountable are necessary. 

We should therefore be cautious in interpreting the following data on staff 
members' level of education: 

Residential 

Vindicate 

PORT 

Esperanza 

ARC 

FKMI 

Nonresi-
dential 

Transitional 

Key 

Vision 

Katahdin 

Viable 

Copper 
Mountain 
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TABLE 19 

NUMBER OF STAFF WORKING DIRECTLY WITH CLIENTS 
(PRIMARY AND SUPPLEMENTAL), BY EDUCATION 

Ph.D.'s Master's Bachelor's 

2 2 

3 

1 2 4 

1* 3 5 

3 7 

*j,mployed ten hours a month 
Working on a Bachelor's 

Ph.D.'s Master's Bachelor'S 

1 2 14 

4 15 

1 3 

4 

1 2 5 

6 4 

Associates High 
School 

5 

1 1 

2 

2 2@ 

2 3 

High Associates School 

5 

1 

1 1 

1 

1 
---', 

*Interns working on Bachelor's or Master's 

Unknown 

5 

1 

3 
. 

Unknown 

3* 

3 
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We find four of the five residential programs with at least two staff members holding 
Master's degrees. PORT, which has no staff with Master's degrees, resembled most 
closely the traditional live-in staff group home. 

Among the nonresidential programs, all ex(~ept one had at least one staff m~mber 
with a Master's degree. We stress again, ho",:ey~r? that related ~xp~r~ence, 
competence in performing the actual job .responslbilltles, and the. a~allabillty of 
guidance and supervision are among the most Important staff characterIstIcs. 

~!Jt _________ ~ __________________________________________ ~~--------

l" 
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CHAPTER XI 

CLIENT EXIT FROM PROGRAMS: TERMINATION/GRADUATION 
AND AFTERCARE/FOLLOW-UP 

Client participation in these programs is usually concluded in one of two 
fashions, termination or graduation. These two possibilities are the most extreme 
indicators of outcome in any program. In the former, the repeated violation of 
program rules or incidents of rearrest are th'e most frequent grounds upon which the 
decision to terminate a client from a program are based. In the latter, successful 
'completion of conditions specified in the service plan and/or progression through the 
various stages in the program result in the most positive outcome. 

TERMINATION/GRADUATION: RESIDENTIAL PROGRAMS 

Among the group of residential programs, termination is the last step in a series 
of increasingly severe sanctions applied for misconduct. The total range of procedures 
for responding to negative behavior has been discussed in detail elsewhere in this 
report (see Imposition of Consequences and Punishment for Control Purposes). If all 
lesser measures have failed and totally unacceptable behavior is occurring, staff 
members notify representatives of the referring agency about the decision to 
terminate. In the case of each residential program, the terminated client is simply 
referred back to the agency from which he/she came. The common expectation is that 
such failure will be followed by the application of a more severe sanction. 

With regard to graduation, all of the residential programs except ARC prefer to 
note the su.ccessful completion of program requirements only in a low-keyed fashion. 
Often, a very simple recognition of the client's achievement is made at the program, 
usually in the. presence of various staff members and other clients. In contrast, ARC 
has developed a rather elaborate ceremony to mark the graduation of clients. Various 
individuals such as employers and teachers who have been involved in the reintegration 
of the client into the community are ilnvited to the ceremony. In addition, a 
representative of the referring agency, usUlilly the youth's probation officer, is invited. 
All staff members, all of the other clients, and the youth's family and close friends are 
in attendance. This festiv'e occasion is then concluded with a banquet at the facility 
and is attended by all persons listed above. 

TERMINATION/GRADUATION: NONRESiIDENTIAL PROGRAMS 
ir. 

Among the group of nonresidential programs, the termination process is quite 
similar to what happens in the residential programs. It is always the final step in a 
series of increasingly severe sanctions applied within the context of the program and is 
characterized by the return of the terminated client to his/her referring agency. In 
addition, the assumption is that a more severe, formal sanction will follow. The one 
exception to this general pattern in nonresidential programs occurs in Katahdin where 
an appeal procedure has been built into the termination process. The presence of this 
safeguard is not surprising since Katahdin has paid special attention in program design 
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to the feature of client input, stressing the need to create a social climate in which a 
feeling of equality existed between staff members and clients. Any terminated client 
can appeal the decision to a review committee composed of three staff members and 
three fellow clients. A majority vote decides the final outcome; if the vote is tied, the 
program's executive director casts the deciding vote. 

Events surrounding the graduation of clients in all of the nonresidential programs 
are always kept at a low profile. Whenever a ceremony is used to mark the occasion, 
it is simple and Lllvolves only staff members and clients. 

An important concern in the operation of these programs is the process of 
reintegrating clients back into their communities. Often as clients progress through 
programs en route to graduation, attempts are made by counselors to place clients in 
contact with local services and resources. Sometimes, all steps to link clients with 
outside organizational actors are taken prior to graduation; at other times, the process 
will continue past that point. We will refer to these kinds of activities, whether 
initiated prior to or after graduation, as aftercare. 

Another set of concerns shared by all of the programs is the need to determine 
how well ex-clients are adjusting to normal community life following graduation. 
These activities can consist simply of some attempt to periodically monitor the 
situation of ex-clients or may involve a more formal evaluative effort. We will refer 
to both of these oversight procedures as follow-up. 

AFTERCARE/FOLLOW-UP: RESIDENTIAL PROGRAMS 

Of the five residential programs, all possess some type of services directed to 
aiding clients in their readjustment to the community following graduation. In the 
case of four programs (Vindicate, Florida Keys Marine Institute, PORT, and 
Esperanza), these efforts are initiated solely as part of pregraduation preparations. In 
contrast, ARC has an elaborately developed system of aftercare which involves a 
variety of activities supervised by a single staff member, the outreach counselor. 
These activities are carried out both prior to and after graduation. This aftercare 
system, e8Bily the most highly developed among all of the residential programs, will be 
described below. 

Both Florida Keys Marine Institute and PORT have developed a set of procedures 
to facilitate the reintegration of clients into the community. PORT, as part of its 
graduation planning, takes steps to ensure that individual clients needing further 
services are referred to other community agencies for counseling, vocational training, 
and job placement. In th,e case of Florida Keys Marine Institute, a regular staff 
member, the placement coordinator, in consultatinn with the HRS home counselor, 
develops plans for the return of clients to their home communities as part of 
graduation planning. 

Vindicate Society and Esperanza have much less clearly defined procedures for 
preparing clients for community reintegration. In the case of Esperanza, pregradua
tion aftercare planning entails only school-related matters. But, given the fact that 
all of the clients in the program at the time of our site visit were quite young (average 
age of 13.8 years), it is not surprising that a wide range of community-based services 
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s,!c~ as job. plac.emen~ and vocational training are not being pursued. Greater 
~If~ICultr eXIsts m t~YlI,!g to ex~lain why pregraduation plans are also extremely 
lImIted m scope at Vmdicate SOClet~T. In contrast to Esperanza a number of older 
youngs~ers are particip~ting in the program, do not intend to c~ntinue their formal 
?ducatIon aft:r gradu~tIon, and can benefit from aftercare planning which places them 
m . contac~ WIth a WIder range of community resources and services to aid their 
rem tegr atIon. 

The highly structured aftercare component for ARC begins during the first 
month of a client's participa~ion in th: program. At an orientation meeting, the 
outr~ach couns:lor meets WIth the clIent to discuss the nature and purpose of 
aftercare plan~mg. Once this meeting is concluded, there is not much contact 
between the clIent and the outreach counselor until approximately the third month 
when the outreach counselor checks on the client's progress. After a total of si~ 
months, ~ staff meeting .(the individual counselor, outreach counselor, teacher, and 
stu?en~) IS conve.ne~ to dISCUSS prerelease plans, i.e., to discover whether the client's 
~aJor mterests he. m seeking e!'llp~oyment opportunities, training programs, enlistment 
~n ~h~ armed serVIces,. or continumg education. At about the eight-month point, the 
mdividual counselor w~ll recommend a prerelease hearing. At that point, the client 
appears before the entIre staff and presents an outline of progress thus far and argues 
why the prerelease phase should begin. 

. Once . the prer~leas? phas~ begins, the outreach coordinator begins to deal 
mt~nsely ~Ith the cl~ent m workmg through a special prerelease curriculum and also 
begins to mter:'lct WIt~ the cl!ent's fB:mily on a weekly basis. Topics in the special 
r!erelease c':ll'rIcul~m mc~ude ~ob-seekmg procedures, interviewing, filling out applica
.. lO~S, followmg wrItten dIrectIons, opening and managing savings accounts, budgeting, 
votmg~ use of the ~arketpl~ce (consumer fraud and the dangers of advertising), 
procurmg and managmg housmg needs, and consumer law. Also, at that time the 
outreach counselor sends a letter to the probation department informing them of the 
student's .reentry planning. From this point on, the outreach counselor assumes the 
role of prImary counselor for the youngster. 

Once formally on prerelease status, the client returns to ARC on weekends 
comp~etes the prerelease curriculum, and disci..lSses with the outreach counselor th~ 
experlence~ and problems of the preceding week. The coordinator maintains regular 
contact WIth employers, teachers, parents, and probation staff. Employers and 
teachers are ask.ed to fill out a~d submit status reports to the outreach coordinator. If 
all goes well, thIS proc~ss continues for fou~ or five weeks, and the client is then given 
a prerelease test covermg many of the tOPICS from the special curriculum. Provided 
the youngster pas~es the test, h.e is no longer required to return to the facility. 
Instead, the coor~mator meets WIth the youth and his family twice a week for two 
weeks. If all continues to go smoothly, graduation is scheduled. 

With respect ~o ~ollow-up, all five of the residential programs are engaged in 
sOf!1e form of momtormg/eval~ati~e activity. Surprisingly, however, very little is 
bemg done by way of evaluatIon m any formal fashion by these programs. PORT 
follows one of two procedures depending on how clients were initially referred to the 
program. For those youngsters who come from the Department of Social Services 
cont!lcts are made by staff members with parents, probation officers, and social. 
serVIce workers for purposes of evaluation. For those clients referred by the juvenile 

1 



:] 

,) I 

-133-

courts and subject to the conditions of the Community Corrections Act, evaluation is 
accomplished through the use of a computerized tracking system. The only other 
residential program pursuing evaluative activities is Esperanza, which was developing 
such a system at the time of our visit. Three of these programs (Vindicate Society, 
Florida Keys Marine Institute, and ARC) have developed some kind of procedures for 
monitoring their ex-clients' r.eadjustment to the community. Vindicate Society 
depends upon an informal system based upon personal ties existing between ex-clients 
and staff members. Graduates are encouraged to return to participate in special 
events and regular activities. For purposes of monitoring progress, the liaison coun
selor at Florida Keys Marine Institute makes contact with the HRS home counselor at 
three-, six-, and twelve-month intervals, and ai<;o at two- and three-year intervals. 
At ARC, the outreach coordinator contacts graduates every six months for a period of 
two years to check on progress. 

AFTERCARE/FOLLOW-UP: NONRESIDENTIAL PROGRAMS 

Of the six nonresidential programs, all possess some type of services aimed at 
aiding clients in their readjustment to the community. In the case of four programs 
(Katahdin, Project Vision, Viable Alternatives, and Key Tracking Plus), these efforts 
are initiated solely as part of pregraduation preparations. Katahdin encourages 
informal contact after graduation by utiliZing, whenever possible, graduates as 
volunteer peer teachers and advisors at the program. Similarly, Project Vision 
encourages informal contact after graduation by inviting ex-clients back to the Boys' 
Club for scheduled activities. 

Key Tracking Plus, however, has a unique arrangement with most of its 
graduates. Followinf; graduation, one-half to three-fourths of the ex-clients enter 
another nonresidential program operated by the Key Program, outreach and tracking, 
for a period extending from four to six months. The decision as to who enters this 
other program is made jointly by Key Tracking Plus staff and DYS personnel. Once 
involved in outreach and tracking, ex-clients have greatly reduced contact with the 
Key Tracking Plus Program. 

The two programs (Transitional Center and Copper Mountain) having both 
pregraduation and postgraduation activities vary considerably in the complexity and 
formality of these procedures. In the case of Copper Mountain, most attention is 
focused on pregraduation planning which places clients in regular contact with 
community-based services after graduation. Postgraduation aftercare activities are 
iargely informal and involve the efforts of individual counselors to help ex-clients find 
jobs and get into education or training programs. In contrast, Transitional Center has 
a more complicated system of formal aftercare occurring both prior to and after 
graduation. These activities are coordinated by a single staff member, the 
vocational/life skills counselor. 

Prior to graduation, the vocational/life skills counselor works individually with 
all of the clients regarding their plans for educational and recrea.tional plans after 
graduation. Once graduation has occurred, this counselor continues to place ex-clients 
in vocational programs in the community. She monitors the edunational process by 
maintaining personal contact with the school and the teachers as long as the ex-client 
is enrolled. In addition, at the fine] staffing session prior to gradUation, it may be 
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dec~d~d t~a.t a particular client will need individual counseling after graduation. If this 
dec.Ision IS ?'lade, the counselor meets with the ex-client and his/her parents twice 
durmg the !:trst month after graduation. 'I'his relationship may be continued on an as
needed basIs for as long as a year. Finally, Transitional Center provides another type 
of afterc~re service .for .ex-clients following graduation. Volunteers ere used in the 
role of bI~ bro~er/big sister for as long as six months when the situation seems to 
warrant thIS action. 

With r:spe.ct to fOllo~-up, ~ ~ix of the nonresidential programs engage in some 
form of m~mtormg/evaluatIve actiVIty. Five of the programs (Copper Mountain being 
t~e excep.tlOn) .have some formal system for evaluation. Usually, this entails checking 
WIth the Juvemle court to see if further contact hes occurred between the ex-clients 
and law.-enforceme~t agencies. Viable Alternatives is the only program whi~h bases its 
eyaluatlOn of ex-chent progress upon contact with parents at regular intervals (three, 
SIX, and twelve months). Three of the programs (Transitional Center Copper 
~?unt~in, an~ Viable Alternat!~es) have developed J?rocedures for monitoring'their ex
... hents readjustment. Trans~tIonal Center an~ VIable Alternatives utilize periodic 
tel~ph~ne calls to parents whIle Copper Mountam employs the services of trackers to 
mamtam regular contact with ex-clients for a period of three months. This entails one 
o~ ~wo }eleph.one calls to the ex-client's. home if all seems to be going well. If 
diffICulties arI~e, more frequent contact IS made, possibly resulting in the readmit
tance of the client to the program. 

COMPARISON OF AFTERCARE/FOLLOW-UP ISSUES 
ACROSS ALL ELEVEN PROGRAMS 

In examining issues ~hich relate to matters of aftercare and follow-up, one 
feature ~lear~y stands out m the sample of eleven programs. Eight of the programs 
(fou~ ~e.sldential and four nonresidential) have developed aftercare procedures which 
are mrtIated so~e~y be~ore ~aduatio~ as part of reintegration planning. When looked 
at from an ad'?I?~stratIve pomt of VIew, this decision makes lots of sense. By limiting 
~ftercare actI~Itles to. a pregraduation time frame, it is easier to end active 
mvolve.ment With ex-chents and thereby avoid stretching scarce resourc:es such as 
staff ~Ime and pro~ram funds: When active involvement with clients continues past 
the pomt of graduatIon, there IS the danger of falling into a situation where ever larger 
numbers. of you~gsters are receiving services. Consequently, linking clients with 
community. serVIces and resour~es prior to graduation is probably a necessary 
procedure m most cases. One mteresting exception is Transitional Center where 
volunteers are bei~g utilized for certain of the postgraduation aftercare achvities. 
For programs wanting to offer postgraduation services, this approach will allow them 
not to have to expend valuable resources. 
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CHAPTER XII 

STAFFING COMPOSITION AND PATTERNS 

f t' and all ded to various staff roles, unc IOns, Throughout the report we ~ave U f any strategy or technique is ~he 
responsibilities. Clearly> !IDderlymg th~ s~~:f~is~rative structure, and in~erventlOn program's overall orgamzmg framewor , 't' I as they set the all-Important . t' and harmony are crl lca, 
thrust. Intrastaff cooPfedraillO~fe for both clients and staff. tone and atmosphere 0 a y 

ne in which line staff and the day-to-day The administrative structure must be ~ t work together and extend mutual 
operating administrator can, fr~ell ~om:::~~~~~~le organization~ such as the kind we 
support to one another. Parhcu ar y ~n :he director's own personality and temper~~ent 
have represented among our pro~~m , A d' ly it is the people in all the posltlons, 
are reflect~d throughout the faC~h%~t gf~~d ~~g~ther in a workable mixture where 
from the dIrector °t

n 
dOdwn'h ~thY sense of humor all coalesce. mutual respect, trus ,an a e 

, derstandings and outright mistakes; There are certain to be disagreementsi mls:director mu~t all be carefully ~d 
it is for iust these reasons that the s,taf ~ork with this kind of client population 
thoughtfuily screened, s~lected, an~ tra:r;d. Moreover, given that the responsi~i1it~es 
can be stressful, demandmg, and ex ~~s t b1: it takes high energy, extraordmarily 
are immense and the hours unpre IC a ,e, ch ositions. In spite of the care taken 
committed, and of~e~ youn~er wor\e~~ to/~ ~~ w~rk that people stay with year after to fill positions, thIS IS typICally no e In 

yef:tl' or make a career of. 

, 'd for ublic agencies to operate smaller For these reasons t it is probably ill-advl~e PmPle which was run under public 
' 't The one program m our sa 't 't programs of thIS varle y. f th standard bureaucrabc cons ram s 

auspices happened to op~r,ate free, ~i man~ eO requ~rements frequently assoc~ated with 
such as the personnel poliCIes and CIVI serVlC nt This was due primarily to the 
agencies operated by various ~evels of gov:rnm~ ~ imaginative and authoritative 

' unl'que status and ItS orchestratlon y program s , 
director of court serVIces. 

, 'f tly a matter of ' nonprofessIonals IS requen The use of professIonals versus, d that the professional will be less 
controversY9 with the assumption ofte~li~~~~g ~~ ~ore inclined to reflect a so-~alled 
street wise less able to relate to the "h' I tightly controlled perpendIcular 
medical m~del orientation, e.g., overly hler~c !~:~d one clients deemed sick or 
administrative structure r~ther tha~: ~~ ~~~tus differ~ntiation, overemphasis on 
diseased, abounding profess,lonal sym °th etc. (Wolfensberger, 1972: 68-70). I~ we 
physical and medical techmques over ~ trs'l f education (see Table 19 under Nal.ure 
look at staff in each of the programs y eve ,0 Resources) we do see that in all ~ut 
of External Relationships and m~e of ,communl~ there are' at least some staff wIth 
one residential ai"ld one nonr~s.ldentlal progra tion (Co per Mountain), each program 
Master's degrees. However, ,WIth only on,e exc:~es or les~ rather than Master's degree~ 
does have more staff possessmg Bachelor s d,~g ce that persons with adva.nced degrees 
or beyond. Nevertheles~, we did no~ ~ete ~~l ee~tructure- in any significantly different thought about intervention or admmls ra IV 
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fashion than those having less education. Moreover, even those programs employing 
larger numbers of more educated staff did not appear to reflect a more medical model or less street-wise orientation. 

Inferences concerning the suitability and appropriateness of staff to work with 
clients which are simply based on the existence and level of credentials strikes us as 
Simplistic, naive, and besides the point. With the exception of Vindicate Society, 
which displayed a decidedly anti-credential and anti-intellectual attitude, all of the 
remaining programs were quite accepting, if not outright supportive, of staff acquiring 
additional training, education, and credentials. 

Due to salary limitations and the aspirations of potential staff to seek upward 
mobility and higher status, programs such as the kind we visited are, by and large, 
simply not in a position to acquire an abundance of highly credentialed individuals for 
full-time, direct-service staff positions. This should not be interpreted to mean that 
the acquisition of credentials by staff or the preponderance of credentialed individuals 
on the staff would result in a program either more bureaucratic or unable to identify 
with and relate to the Clients. Moreover, in our judgment there is no reason to believe 
that staff without advanced degrees are any less capable, qualified, or reliable. 

The question of required education level for staff in programs such as these is 
largely a matter of a program's own intervention and staffing philosophy. The critical 
ingredient is the recruitment of personnel who are willing and able to competently 
perform the various functions and to fulfill the different roles required in each 
program. Some programs--Esperanza, for example--consciously seek out members of 
one ethnic group who represent a balance between street-wise knowledge/experience 
and professional training. This goal can be achieved L;y a staff comprised of 
credentialed people who are also street Wise, or who cornIe out of both worlds. The 
kind of roles staff must fill and the specified demographics (e.g., gender, race, 
ethnicity, age) that may be sought will correspond to the program's own philosophy and basic intervention strategy. 

In-service and on-the-job training form the basis for orienting and familiarizing 
new staff to the programs' strategies and operations. Training seminars, institutes, 
and staff workshops sponsored by other local groups and agencies are utilized. Weekly 
staff meetings are viewed as occasions for everyone to come together and share 
problems, solutions, and overall impressions concerning both program atmosphere and 
specific cases. However, in spite of these activities, no highly developed or especially 
elaborate training programs were identified. Time and resources simply have not 
permitted the luxury of spending an inordinate amount of time on training. 

Except for Transitional Center, Viable, and to some extent PORT, the use of 
community volunteers was not widely and regularly practiced. (We should point out 
that community volunteers are distingUished from supplemental workers who receive 
some form of remuneration or credit from another source, e.g., CETA, university 
placements, internships, employees on loan.) In each of the three cases where 
community volunteers were used, there was an already existing mechanism to handle 
the time-consuming job of recruitment, screening, and initial orientation. Transitional 
Center was able to use the court service volunteer program, and for both Viable and 
PORT there were larger umbrella agencies organizing and promoting the effort. 
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Two of the programs established an interesting link with their source of referral. 
The presence of a referral source liaison or probation officer at the program for 
SUbstantial periods of time was used by Transitional Center and FKMI to satisfy several 
purposes. In the case of Transitional Center, one probation officer was assigned to all 
the clients. This minimized confusion and allowed one person the opportunity to get to 
know the program and all the clients more fully. The probation officer was able to 
keep more careful track of what was going on in the program, as well as to have the 
capability to more immediately verify and check on any charges of abuse or injustice 
that might be made by clients. FKMI's liaison counselor worked for the referral source 
and was expressly charged with transporting residents to Key West from Miami, 
keeping the family informed, working out the arrangements for furlough, reg~ar~y 
meeting with the residents, and communicating with the home counselor whose Job It 
was to assume responsibility for supervision after program termination. The presence 
of such a position brings the added benefit of assurance to clients that the authorities 
are not likely to lose track of them or to be so removed as to pose no real backup 
threat. Courts or referral source are major sources of support for controls imposed by 
the programs. 

Finally, in the case of particularly difficult problems or unusual client needs, 
many of the programs resorted to outside consultants to perform specialized kinds of 
treatment or testing, as well as to advise the staff on how to deal with certain 
situations or problems. In this way, additional expertise could be acquired on an as
needed basis, and the program can direct itself to dealing with the problems more 
within its central competence. 

The number of staff working at each program and the ratio of clients to staff 
provide some measure of just how labor intensive these kinds of programs may be. 
However, these figures can also be misleading. Especially when the program is 
operating on a rotating shift basis, at anyone time there may be fewer staff available 
than the ratio would appear to indicate. In addition, client-to-staff ratios may give 
little indication of the work loads of anyone service classification, i.e., counselors, 
teachers, trackers, etc. 

Recognizing these limitations, we now briefly examine the ratios across all the 
programs. When we look at the residential programs in order of the lowest to highest 
ratio, it is interesting to note that Esperanza, primarily a socialization program, shows 
a smaller client-to-staff ratio than either of the two programs (ARC and Vindicate) 
which more closely approximate a milieu treatment approach. Recall, too, that ARC 
maintains more constant and direct supervision than in any other of the residential 
programs, and it runs its own in-house school. Furthermore, Vindicate and FKMI, while 
dealing with greater numbers of clients than the other residential programs, still have 
a smaller ratio than PORT, which has only seven clients. 

It is important' to realize that, while the number of clients and the ratio of 
clients per staff member do reflect some notion of how many staff a facility will use 
to "program" for a certain number of clients, these measures by themselves impart 
little other information. We know, for example, that once a program~s client 
population begins to increase, adding additional staff is necessary to maintain previous 
client-to-staff ratios. However, as the population begins to exceed a certain critical 
mass, the challenge of dealing with and handling clients and staff poses a new set of 
concerns with which administration must cope. Group process, program atmosphere, 
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systems for staff accountability, etc., are not likely to remain unchanged. In all 
probability, operating procedures and overall strategy will require adjustment and 
accommodation. In much the same way, changing staff size while keeping the client 
population stable is likely to alter many program procedures. The point we wish to 
make is twofold. First, the size of the client population and the staff set certain 
limits on how a program can be organized and run. Second, both these numbers are 
insufficient by themselves as indicators of program content or quality. 

When we consider the nonresidential programs, we similarly find that the two 
programs (Key and Transitional Center) which attempt to exert the greatest level of 
intervention do not i'eflect the two lowest ratios of clients to staff. Moreover, 
Transitional Center has almost three times the number of students as Key, the 
program with the lowest ratio, and is running an in-house alternative school. It als() 
can be seen that, while Transitional Center has more than twice the client population 
of Katahdin, another in-house school program, the form\~r still maintains a lowel' 
client-to-staff ratio. 

Small client populations do not in themselves demonstrate that a program has a 
sufficient number of staff to adequately teach, counsel, support, control, and monitor. 
This depends, in part, upon the program's intervention strategy and goals, the overall 
organizing framework, and the ease or difficulty of working with a particular group of 
clients. It further appears to us that the ease or difficulty of coping with a client 
population is likely to be entirely independent of the reasons for referral and the 
offense histories. In short, it is only through close assessment and monitoring of the 
many aspects of programming discussed throughout this report that one can begin to 
identify what it might be about a particular program that could make a difference for 
anyone client. 

~,:!--------~.--------------------------------------------~----------
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TABLE 20 

CLmNT TO STAFF RATIOS: RESIDENTIAL PROGRAMS 

"'1-
No. of No. of 
Clients Staff 
at Visit 

Esperanza 4 9 

ARC 10 131 

Vindicate 40 14 

Fl10rida Keys 552 
18 

PORT 7 23 

1Exclude'3 one 10-hr.-a-month consultant 

2Includes 37-day stUdents 

3Excludes 2 substitute house parents and 1 executive director 

Client 
to Staff 

Ratio 

.44:1 

.77:1 

2.86:1 

3.1:1 

3.5:1 

x = 2.13:1 

, . 
',1 

'i; 
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TABLE 21 

CLIENT TO STAFF RATIOS: NONRESIDENTIAL PROGRAMS 

No. of No. of Client Clients Staff to Staff at Visit Ratio 

Key 11 141 
.79:1 

Copper Mountain 14 14 1:1 
Transitional Center 31 262 

1.19:1 
Katahdin 13 63 

2.2:1 
Vision 28 54 5.6:1 
VAP 455 

86 
5.6:1 

X = 2.73 

lExcludes 9 caseworkers working both with Plus and Outreach and Track
ing clients 

2Excludes 4 staff who drive buses and supplemental staff spending intermit-
tent time at the program 

3Excludes 1 part-time cook 

4Excludes 1 executive director 

5Based on maximum number preferred, since program not operational at visit 

6Includes 2 teachers and 1 deputy director at no cost to program 
budget 
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The literature on the serious juvenile offender provides a number of recurrent 
observs;tions and findings concerning issues of definition, incidence, of~icial responses, 
treatment interventions, and more severe sanctioning. In. our c~ncludm~ re~arks, we 
will bElgin by examining some of these often discus~ed ~s~ues ~ r~latIo~shI~ to the 
specifi.cs of our research. For reasons of clarity, we WIll dlvide thls dIScUSSIon mto two 
parts: (1) issues concerning definition, incidence, and statutory mandates, and 
(2) approaches and techniques for intervention strategies. 

In defining the serious juvenile offender, attempts to generate .meaningful 
categ'ories have led to the development of a number of indicators reflectmg a broad 
spec1:rum of criminal activity. ~ey. ~mong ~ese definitional indicators are factors 
r-epr(~senting (1) local/regional prIorIties, attI~~des, and val~~, (2) t.he degree of 
severity of a specific offense, and (3) repetitiveness of crimmal mIsconduct •. In 
combination, these factors have generated a variety of definitions of the serIOUS 
juvElnile offender. 

A t one extreme of possible definitions are those habitually violent juv~niles who 
arel thought to pose immediate danger to the 'phy~ic~ safety of the communIty. They 
tend to be placed in secure, correctional mstitutIons. At the ~ther en~ of the 
continuum are several types of offenders such as youths charged habitUlt~ly ~Ith petty 
crimes chronic status offenders, and "system nuisances" (those ne~er adJustmg to any 
progra:n setting). In those programs we visited, client pOpul~tIons tended to fall 
somewhere between these two extremes. Generally, youngsters m these programs. ~ad 
been officially labeled as serious juvenile offenders ba~ed upon some set of speCIfIed 
criteria but were considered to be amenable to commumty-based treatment. 

The incidence of serious misconduct among juvenile offenders is largely confine.d 
to crimes against property. Delinquents see~ to pose the ~eatest threat to theIr 
communities through the perpetration of maJor property crImes such as burglary, 
larceny, and auto theft. Within the general pOl;'ulation,. 16-year:-0ld offenders are most 
often responsible for these three categories of mdex crImes agamst property. 

The relatively low incidence of violent juvenile offenses. has con.trib~ted to a 
situation in which virtually all community-based programs desIgned prImarIly f?r a 
severely delinquent population contain a wide mix of offend~r types. In thes? settmgs, 
most clients have histories of crimes against propertr,. whIle. o~y a few clIents. have 
histories including incidents of violent crime. In addItIon, withm those categorIes of 
crime which are officially labeled violent, aggravated assault an? robber~ seem to be 
the special domain of juvenile offenders. Yet, these two mdex c~lme offense 
designations tend to tell one relatively little about the d~gree of .ser;ou~ness ?~ a 
particular offense. This ambiguity leads many program dIrec~ors In theIr decIsIon 
making to rely much more upon the day-to-day behavior of chents than upon legal 
labels attached to these youngsters prior to their admission in programs. 
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Concern over youth crime appears to have produced an increasingly broad-based 
public response. In many localities, there is a marked decline in tolerance for 
maintaining delinquents under any form of supervision in the community. Instead, calls 
are issued for retribution against and incapacitation of increasing numbers of juvenile 
offenders. The past several years have witnessed a ground swell in activity for the 
passage at the state level of serious juvenile offender statutes. These legislative 
enactments have focused on the introduction of mandatory waiver, legislative 
exclusion of juveniles from juvenile court processing, determinate sentencing, and a 
general lowering of the age of eligibility for waiver to adult jurisdiction. One of the 
most important repercussions of such steps is to reduce greatly the number of serious 
youthful offenders who will be retained under the authority of the juvenile justice 
system and who can qualify for participation in programs such as those we visited. In 
fact, legislative enactments focusing on the serious delinquent population were 
beginning to have an effect on several of the jurisdictions in which programs in our 
sample were located. To varying degrees the serious juvenile offender was being 
defined out of existence. 

We next turn to a series of observations drawn from the treatment literature 
which in our view provide a critical foundation for a discussion of specific strategies 
and organizing frameworks encountered at individual program sites~ However defined, 
juveniles convicted of certain kinds of offenses are likely to vary extensively on both 
diagnostic and behavioral characteristics; it is thus necessary to develop very different 
kinds of intervention strategies. Extending this reasoning, we 5uggest it may also be 
true that juveniles convicted of different offenses may be diagnostically and 
behaviorally quite similar. On purely treatment grounds, this suggests that a mix of 
offenders on the basis of offense sevl~rity and/or (!hronicity may be desirable. 
Heterogeneous offender populations are also frequently advocated on the grounds that 
they potentially minimize a labeling effect and permit peer teaching and role 
modeling. 

Much is made of the relationship between the causes or etiology of delinquency 
and theories of behavioral change, the assumption being that once a cause is 
determined, the intervention strategy is obvious. However, much disagreement 
persists in the professional community over this issue. Some argue that not only does a 
knowledge of causes have no importance for treatment but also that it, at best, gets in 
the way and, at worse, makes the client's problems more difficult to treat. This view 
is largely based on the premise that looking for deep-seated meanings and causes is 
more likely to antagonize the client, impede change, and encourage the evasion of 
personal responsibility. At the center of this debate is a questioning of traditional 
psychotherapeutic techniques. 

Frequently, differences between programs cannot be traced back to a single 
specific theory or knowledge base; intervention strategies do not always emerge from 
one orientation. Furthermore, given the fact that any individual's criminality is likely 
to have resulted from more than a single factor, which mayor may not be detectable, 
it is reas<;mable to expect that programs will h8.ve to use a wide variety of techniques. 
As a consequence, programs can be expected to defy easy and clear-cut categorization 
based on pure theoretical models. Although catchall categories can be identified, 
differences between programs within a single category remain SUbstantial. 
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At this point we move into a considel'ation of some of the patterns and principal 
features concerni~g the operation and development of programs, in, ~ur sa,mple. 
Emerging from the set of programs we visited are a number of sIgmficant ISSU~S 
regarding those features of the social environment which pl~yed some p~rt m 
determining the origin, structure, and goals of these programs. , WIt~ the exceptIOn of 
the launching of Vindicate Society in 1973, none of the resIdential programs was 
initiated early in the widespread movement to develop community-based programs for 
juvenile offenders. This pattern of program development may have resulted from one 
of two circumstances, or perhaps from a com~inat~o~ of the ~wo. First, the~e h~ 
always been a general reluctance to put thIS diffIC~t delmquent populatIOn, m 
community-based settings. Second, the move to establIsh any form of alternatIve 
programming was occurring in some of the jurisdictions we visited (such as Utah) at a 
substantially later point in time than in other states. 

The most important observation to make about the dates of origin ~or t!le 
nonresidential programs as a group is that they emerged even later than the resIdential 
programs. This fact generally reflects the two circumstances po~nted out ab?,,:e but 
also specifically indicates that even greater reluctance characterIzed the d~CIsion to 
try to deal with these kinds of juvenile offenders in ~ ~ay t~eatment settI~g where 
many observers believe even less control and superVIsIon mIght be exerCIsed over 
clients' lives. 

In terms of starting dates for the residential programs, most of these programs 
(three of them) were part of the initial efforts to create an entire alternative system 
in their respective jurisdictions (i.e., were first-generation programs), while two 
programs were developed with an alternative network already in place" ~ contrast, 
the majority of nonresidential programs (four of them) ~~r~ second-generatIon efforts 
while only two programs were launched as part of the l!llt,Ial development of alterna
tives. Yet, it is important to realize that the maJorIty, of all, these programs, 
residential and nonresidential alike, were the only alternatIves bemg operated for 
serious juvenile offenders in the jurisdictions whe~e they were .located. C?nsequently, 
a pilot project aura surrounded the development, ImplementatIon, and mamtenance of 
these programs; on the whole, program administrators and staffs viewed themselves as 
pioneers in the arena of alternative programming. 

With rare exception, the primary service areas for both residential and 
nonresidential programs were considerably smaller than the formal catchment areas. 
Not surprisingly, the primary service areas for nonresidential programs as a group were 
much smaller than those for residential programs since travel to and from programs 
was not an important concern in the case of the latter. In addition, mos~ ~f the 
nonresidential programs provided services to clients drawn from an area consIsting of 
those neighborhoods immediately surrounding or within several miles of the program 
site. 

Regarding the various fiscal issues which accompanied the emergence and 
operation of these programs, several observations should be made. ~ith respect ~o 
start-up monies, all of the residential programs were planned and Implemented m 
situations where outside funding served as a catalyst. Usually, these funds were 
federal LEAA grants channeled to the programs through ~e state I?lanning agen?ies. 
However in several instances start-up monies were prOVIded by prIvate foundatIons. 
The sam~ pattern for supplying funds for launching programs existed in the case of the 
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nonresidential agencies. Overall, the most pervasive start-up fiscal feature was the 
federal gov,ernm~nt's, intention to serve as a change agent by providing monies to 
d~velop serIOUS Juverule offender programs. This was demonstrated by the fact that 
eIght of the eleven programs were launched with federal LEA A grants. 

Another important observation regarding fiscal matters is the fact that ten of 
the eleven programs were developed and implemented as private, nonprofit efforts. 
Such a model has been repeatedly pointed out in the literature as one which offers the 
best chances for success in treating this difficult delinquent population. Finally, it 
should be not.ed that, based upo~ per diem costs, the residential programs as a group 
were only Slightly more expensIve than the nonresidential programs ($27.53 versus 
$25.18). 

~ the vast, majority, of ~ases, sources of referral were organizationel actors 
~xerCIsmg authorIty over Juvemle offenders either at the point of disposition, e.g., 
Jud~es and referees, or at one of several postadjudication stages, e.g., probation 
offIcers, placef!1ent, counselors, or parole personnel. With the possible exception of 
PORT, the re~ldentia~ program~ as a group seem to serve primarily as community
based alternatIves to mcarceratIon. The oV€irwhelming number of youngsters entering 
thes~ programs have been ,adjudicated delinquent and in many cases appear to be prime 
candld~tes ~or placement In secure, correctional institutions. In a similar fashion, the 
nonresldel!tial programs as a ~oup seem tOi serve a client population which must be 
c~aracter:zed as severely delinquent, at least in terms of the legal statuses of the 
clients bemg refe~re~. Most o! these nonresidential programs accept only youngsters 
who have ,been, adjudIcated delin~uent and a.re req~ired by court order to participate. 
In these SItuatIOns the next step m formal processmg would be commitment or return 
to secure custody. 

In two of the states, recently enac~ted statutes concerning serious juvenile 
?ffenders had just begun to have an impact on the channeling of youthful offenders 
mto the programs. In these inst~nces, tightler constraints were beginning to be placed 
upon the, flow of, severely delinquent youlI1gsters, especially those adjudicated for 
VIolent crImes agamst persons, into these programs. In most of the states with which 
we, were concer~ed, the deli~quent population, w~s only minimally affected by the 
waIver or determmate sentencmg process. In prmciple a wide range of offender types 
were eligible for participation in most of these progrards. 

A~ong the resident~a~ programs, all were designed exclusively for' a male 
populatIon; three also explICItly stated a preference for serving older adolesl~ents (15 
to, 18, years old) •. ~ contrast, there was much less mention of age as a limiting 
crIterIon for admISSIon i!1 the nonresidential programs. In addition, all of these 
programs except one admItted both male and female clients although in each case the 
populations actually being served wer!? overwhelmingly male. 

The criminal a,nd demog:aphic pro~ile~ of youthful offenders participating in 
these programs prOVIde some Important mSl~rhts into the kinds of delinquents to be 
found III each of the two p~ogr~m typ~s., SW'prisingly, although residential pl~ograms 
appear,ed t~ be more selectIve m speCIfymg cIlder youths in their intake criteria, the 
nonresIdentIal programs as a group possessed a higher average age for clients (15.4 
years versus 15.2 years). In surveying the e'xtent and nature of criminal behaViOr 
exhibited by clients in all of the programs, the indication is that the nonresidential 
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programs were providing services for as severely a delinquent po~ulati?n as, were the 
residential programs. The vast majority of all programs were workIng wIth clients who 
had engaged in a mixture of crimes against both persons and pr?perty a~though, as one 
might expect, the number of property crimes far outnumbered vIolent crImes. 

The processes surrounding the movement of clients into active parti7ipation, 
namely intake procedures and service plan development, were handled essentially the 
same way across both residential and nonresidential programs. In all of t~e programs, 
intake procedures revolved around the decision of deciding ~hom to a~mlt and whom 
to reject. Ironically, much of the import~nce a~tach~d to thIS 'process In terms of t~e 
seriousness of deliberations is, in fact, mIsleadIng, smce only m the case of KatahdIn 
were large numbers of potential clients reje~te~. Usually, programs accepted ,at least, 
90 percent of all referrals. Of course, thIS hIgh rate of accepta~ce could m many 
instances reflect the relatively close communication between referrIng agency and the 
program. Technically, the decision-making process migh~ ~IlVolve a number of 
individuals such as the program director, the client, an admIssIon team composed of 
various program staff members, representatives of the referring agency, and 
occasionally other clients and family members. 

Similarly, the development of service pla~ was roughly c~~parable across all of 
the programs. Only in the case of Vindicate SocIety had the deCISIOn beeD: made not to 
utilize individual service plans. Generally, the development of a serVIce plan was 
viewed as a crucial step in deciding how to respond to the problem,s of each. youngster 
as he/she moved through the various stages and/or co~p0!1ents In ,the program. ,In 
addition to the testing conducted at the program~, outsIde, mformatl?n such as sOCIal 
histories and various testing results were also rehed upon m developIng the plan. As 
was the case with the intake decision, various individuals such as pro~ram sta!f! the 
client family members and representatives of the referring agency mIght partICIpate 
in th~ formulation of the plan. Once completed, the service plan was usually shared 
with the referring agency. 

With regard to program strategies and components, ~he five ~esident!-al progra~s 
can be broadly distinguished from one another on the basIs of theIr ,relatIve ~mphasls 
on socialization or therapeutic milieu. The two programs WhICh f~ mto the 
therapeutic milieu category are based more on int~nsive peer gr~up dynamICS and ~he 
active manipulation and control of the overall envIronment to ';>r1ng ~boutpe~sonal,lty 
change and self-control. Generally, more thoroughgoing a~d IntenSIve reorIentation 
and reconstitution are sought; this involves more extensIve, a~d b~oader changes 
relating to personality and psychological make'!-p. T~e t~ree sOClallzatl?n programs do 
not seek as deep-seated and extensive changes m theIr clients. Change IS relat~d more 
to helpful instruction, well-rounded activities, nurturance, lind good role modelmg. 

The nonresidential programs can also be differentiated by the degree of change 
sought and the range of attributes targeted for attention. Two of th~ progran:ts pur~ue 
with great intensity the development of maximally comp~eh~nslve ~d mtensive 
intervention strategies involving virtually all asI?ects of SOCIal InteractIon, conduct, 
and psychological well-being. Three programs aImed much more toward a m~derate 
level of intervention. In these programs, there remained more, opportumty for 
relatively unsupervised outside program time with not quite as much dIrect contr?l and 
supervision imposed on that time. Finally, the sixth program can more approprIately 
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be identified as an outreach worker program. There was no requirement for 
attendance at the program site, and no mandatory group activities occurred either in 
or out of the facility. 

Probably the most distinctive finding arising from this program typology is that, 
while there were clearly common characteristics reflecting an identification with the 
broadly stated categories, there remains substantial differences between programs 
within a particular category. These extend to such factors as access to community, 
level and type of supervision outside the program setting, kinds of program 
components, nature and edent of individual and group counseling, incentive system 
and award structures, consequences for misconduct, etc. 

The organization and monitoring of client progression in the programs is largely 
achieved through an assortment of staging, leveling, achievement/progress, and point 
systems. Ranging from relatively simple mechanisms involving periodic case reviews 
to elaborately structured token economies where privileges are tied to the attainment 
of specified levels or stages, these incentive systems and award structures are used to 
fulfill two distinct purposes. One is to monitor progress and directly guide movement 
through the program. The other also involves monitoring progress, but it has the added 
feature of being used as a means to dispense more tangible rewards and punishment, 
and it is not directly tied to advancement. As an example, among programs employing 
some kind of a token economy, FKMI and Esperanza used points as a clear basis by 
which residents progressed along discrete levels or stages, while also obtaining 
additional privileges. ARC, on the other hand, relied on assignment of points to 
allocate weekly chores. Actual advancement through the program, however, is a 
function of treatment progress, timing, and problems. Similar differences can be 
identified in programs relying on some form of program stages. Entry into the 
advanced stage at Vindicate, for example, represents both the acquisition of additional 
privileges and direct advancement. Key Tracking Plus moves all stUdents from 
residential intake to community tracking in order to actually implement the terms of 
the service plan and written contract. As such, we do not regard it as a reward but as 
fairly standard movement into a stage which can be characterized as intensive and 
highly demanding. 

'l'he flip side of incentive systems and reward structures is the use of sanctions 
for misconduct. We encountered a wide variety of such sanctions which ranged from 
verbal reprimands and talk sessions to loss of home visits, prolonged group sessions, 
and the threat or use of force. Not surprisingly, the nature of the sanctions employed 
by each pr,ogram reflected their overall philosophy on appropriate intervention 
strategy. The possible types of consequences within the spectrum of programmatic 
sanctions can" be demonstrated by the following t.l}ree illustrations. Vindicate's 
preference, for example, was to utilize the threat of boxing to impose control. Transi
tional Center, OIl the other hand, employs a sanctioning system where problems are 
immediately confl'onted and addressed in such a way that clients are constantly held 
accountable for what occurs. This approach manifests itself by fOCUSing directly with 
the youngster on the problem behavior or difficulty. Counselors and teachers are 
expected to move freely in and out of each other's rooms and team up as much as 
possible. In contrast, Katahdin's system of sanctions heavily emphasizes stUdent 
involvement. This reflects the program's overall commitment to instilling in the 
cli ents a sense of program ownership and democratic process. 
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Consideration of a program's external relationships and its use of community 
resources leads to an examination of at least two perspectives. Each identifies a 
differ~mt set of indicators corresponding to alternate views of what it means for a 
program to be community based. While both identify key features of programs, one 
focuses on organizational arrangements which can be established to ereate or enhance 
the bond between the program and community rathel' than the day-to-day life 
experience of the client. Tho other emphasizes the extent, nature, and quality of 
relationships between clients, program staff9 and the network of relationships 
comprising a community. Clarity of perspective is critical, since outcomes are 
frequently compared for programs with little similarity in the very feature believed 
most important for producing change. The use of the different perspectives also 
explains, in part, why programs identifying themselves as community based can still be 
organized and operate quite differently. 

Our exploration of the various ways in which programs seek to facilitate and 
achieve client linkages with community support systems and social networks revealed 
that three distinct functions existed to accomplish this: 1) both direct and indirect 
helping accorded the identified client who receives the service, 2) use of community 
resources and social networks as helping in the actual provision of service, and 
3) general access by clients to support systems and personal social networks. 
Depending upon a particular program's basic orientation and intervention strategy, 
variation on each of these functions was rather wide, e.g., Vindicate, FKMI, and ARC 
did not see themselves as family treatment programs, while such help constituted at 
least a partial goal of several others. In addition, the nonresidential programs relate 
to the third function of general access in an altered fashion. Since clients are more 
likely to have access to their families, close friends, other peers, etc., it is more a 
matter of 1) whether restrictions are imposed on who can be seen, 2) whether specific 
times are set for outsiders to visit the facility, and 3) whether others are invited to 
participate in activities run by the program. 

Organizationally, a number of observations can also be made. Various legitimate 
reasons exist for programs to draw clients from relatively large catchment areas. In 
these instances, relations with the support systems of the "host" community become 
crucial. Source of funding is an often complex matter which does not necessarily 
1) equate with where control is lodged, 2) indicate what kind of control is involved, and 
3) indicate community identification and attachment. 

Use of community volunteers is a difficult matter often involving a gt'eat deal of 
time, supervision, and attention. Those programs able to substantially incorporate 
volunteers were able to tap already existing efforts which recruited, screened, trained, 
and provided assistance in this often complicated process. Finally, there is nothing 
magic about staff members having or not having professional experience and 
credentials. Critical ingredients are acquiring staff with the ability and proficiency to 
deal with an offender population and having a personnel system which carefully 
selects, trains, supervises, and holds staff accountable. 

The final steps in the movement of clients through programs are those activities 
associated with graduation and reintegration into the community. These steps 
represent the most positive outcome which the client can experience. At the opposite 
end of outcome possibilities is termination, which in all programs simply entailed the 
return of the client to the referring source for further processing, frequently formal in 
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nature. Once failure to adjust to a program's rules and regulations reached this level 
~he procedures for ending ~e youth's .involvement were largely impersonal and 
Irrevocable. Only at ~atahdIn could a clIent challenge the termination decision and 
demand ~n ~ppeal hearmg. At the other extreme, graduation activities were kept at a 
low profile m all. programs except ARC, where formal ceremony and banquet were held 
to honor the achIevement of the client in the presence of a large number of guests. 

. . Plans for reintegrating clients frequently entailed two separate sets of activities. 
FIrS~, there were ~ose .aftercare efforts meant to insure that clients would continue 
to be able to receIve Important services and obtain needed resources once formal 
cont~ct between ~e youth and the program had been severed. On occasion, such 
effor ts would continue past the point of graduation, but much more frequently 
aftercare was planned as part of the preparation for graduation In fact eight of the 
eleVEln I?rograms had deve~ol?ed a~terca~e procedures which wer~ initiated only before 
~raduat~on. Fro~ an. ad~mIstrat1ve pomt of view, this decision was quite reasonable 
In that It ~as easIer m thIS way to end active involvement with ex-clients and to avoid 
?verextendIng the use of scarce resources such as staff time and program funds. Only 
In ~he. case o! .~RC was an. elaborate aftercare system in operation which involved 
ext~?SIVe . ac.tIvltles both prIor to and after graduation under the supervision of a 
specIally aesignated staff member. 

f The second set of ~ctiyities concerned with client reintegration was follow-up 
or the purpose of momtormg and/or evaluating ex-clients' progr.sss. All eleven 

i{0grams .ha~ some system for pursuing either monitoring or evaluative activi"~ies 
oweV'~r, In the case of most residential programs these efforts were conrined lar~ol~ 

to. momtoring the client's adjustment in the community with virtually no empha~iS 
bemg placed on evaluative inquiry into outcome. In 'contrast, the nonresidential 
pr?grams as a. group appeared to have developed more elaborate procfJdures, thou h 
stIll rather rudImentary, for evaluating client adjustment following gradUation. g 

. ~arti~ularly in smaller-scale or.ganiz!ltions such as those in clur sample, the 
adm~n~stratIve structure must be one m WhICh line staff and the day-to-day operating 
admlms~rator. ca~ freely communicate, work together, and extend mutual support. 
Work ~It~. ~IS kmd. of population can be stressful, demanding, and exhausting; the 
responsibIlI~Ies are Immense; and the hours often unpredictable. In spite of these 
facts, s~laries tend not t? be high. Staff turnover tends to be high, and burnout is an 
occ~patlonal. hazard •. ~t IS f~r these reasons that the suggestion is often made that 
pu~lic ~gencIe~ and clv~l s~rvlce stay ou~ of such enterprises. While government must 
assIst. In fundmg, momtormg, and provIding technical assistance smaller nonprofit 
a~enCles frequently have the flexibility to better run and directly administer these 
kmds ?f programs. ~reed from the rigidity and formality associated with larger public 
agencIes, small.er prIvate, nonprofit organizations are apt to have more leeway and 
also to be less lIkely to be frozen into public budgets and outlast their usefulness. 

. One add~tional caution which should be mentioned is that both the size of the 
clIent p~gulab~n .and the ratio of clients to ste,ff members must be interpreted with 
great c&~e. T~IS ~s b~cause ~he ratio is not a measure of how many staff are 1) around 
at. anyone pomt m time, 2) In which positions, and 3) capable of relating well to the 
clIents. Furthermor:, the appearance of a relatively small client population with few 
staff or a comparabvely large client population with more staff indicates very little 
about program content, philosophy, and quality. 
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APPENDIX A*: Sellin-Wolfgang Serious,ness Scale 

I. 

II. 

III. 

IV. 

V. 

VI. 

Elements Scored 
(1)** 

Number of victims of bodily harm 
(a) Receiving minor injuries 
(b) Treated and discharged 
(c) Hospitalized 
(d) Killed 

Number of victims of forcible 
sexual intercourse 
(a) Number of such victims intimidated 

by weapon 

Intimidation (except II above) 
(,a) Physical or verbal only 
(b) By weapon 

Number of premises forcibly entered 

Number of motor vehicles stolen 

Value of property stolen, damaged, or 
destroyed (in dollars) 
(a) Under 10 dollars 
(b) 10-250 
(c) 251-2,000 
(d) 2,001-9,000 
(e) 9,001-30,000 
(f) 30,001-80,000 
(g) Over 80,000 

*Source: McDermott and Joppich (1980:6) 

Number x Weight 
(2) (3) 

1 
4 
7 

26 

10 

2 

2 
4 

1 

2 

1 
2 
3 
4 
5 
6 
7 

Total 
(4) 

**Column 1 contains a list of the elements that can be scored, even though most 
events will include only one or two of these elements, and Column 2 refers to 
the number of instances or victims involved in a particular incident. Column 3 
gives the weight assigned to the element. Column 4 is reservE~d for the total 
score for a given element; this is derived by multiplying the figure in Column. 2 
by the figure in Column 3. By adding all figures in Column 4, the total score for 
the event is found. 
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APPENDIX B: Procedures for Generating Arrest Rates 

Figures 1, 2, and 3 used the follwing formula to derive the arrest rates for 
specific age and race groups. These rates are based on data drawn from the Uniform 
Crime Reports and the P-25 Series of the annual census reports. 

a = -( ..... C..:::;.~...,d....-) 100, (H)Q 

Factors: 

a. = arrest l"ate per 100,000 for a specific age/race group 

b. = number of reported arrests in the Uniform Crime Reports for specific/race 
group 

c. = total U.S. population for specific age/race group 

d. = % of total U.S. population for specific age/race group represented by 
reporting jurisdictions 

UCR population projections for juriSdiction, 
reporting arrest for specific groups 

Census estimate of total U.S. population 

u..o-'" __ ------------------~-"-~-~-.-~~--------
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APPENDIX C: Annotated Bi.bliogr&phy of Program Evaluations, Assessments, Moni
toring Reports, Annual Reports, and Correspondence 

1. Alternative Rehabilitation Communities, Inc. 

Correspondence between Deputy Secretary of Department of Public Welfare, Central 
Region, Commonwealth of Pennsylvania, and Alternative Rehabilitation Communities, 
Inc. Board of Directors. Dated June 25, 1979, and August 2, 1978. 

Summarizes findings of two welfare inspections which revie:wed organization and 
administration, policies and procedures, programmatic content, ~tc. 

McGil~s, Daniel, and Spagenberg, Robert. The ~ Camp Hill Project: An Assessment. 
CambrIdge, Massachusetts: ABT Associates Inc., December 1976. 

An evaluation of the 1975-76 serious off'enner deinstitutioIllalization effort in 
Pennsylvania. It is a study of the project's context, objectives, and accomplish
ments based upon pl?oject and state agency generated documents. As such, it 
offers a description of early ARC operations. The sketch is based on a site visit 
intended primarily to gather information on the relationship of CCA to its 
vendors. 

2. .22EP.er Mountain Mental Health Adolescent Day Center and Espe~anrla Para 
Manana 

Hernandez, Mar~us. Characteristics of Chicano Youth Treated at the ~?peranza 
Residential Treatment Home: March 1978 - February 198Q.. Master's thesis, 
University of Utah, 1980. 

The purpose of the study was to explore: 1) the extent to which the delinquent 
behavior of youth treated at the Esperanza Center changed dm'ing and following 
treatment, and -2) the relationships between demographic characteristics and 
success as reflected in reduced delinquent behavior followil1g treatment. 

WICAT Inc. An Evalua.tion of Community Based Alternative Programs for Seriously 
Delinquent Youth in Utah: Statistical Report, July - September 1979. Orem, Uta.h: 
WICAT Inc., 1979. 

The report describes the pretreatment profile of delinquent youth in the various 
alternative programs, treatment statistics (e.g., length of enrollment, A WOLs) 
and offense data before} during, and after treatment. 

WICAT Inc. A Study to Evaluate the Effectiveness of Seven Alternatives for Troubled 
Youth with Emphasis on Improving the Projects: Final Report! July 20, 1976. Orem, 
Utah: WICAT, Inc., 1978. 

Uoo!' .... ' ______________ ~ ____________________________ ~~~ ___ • __ ~_-------" 
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Report includes a general description of each of the seven alternative programs; 
data specifying important characteristics of each program (e.g., referral sources, 
age, vocational hours); results of miscellaneous pre- and post-program test 
scores; recidivism rates and severity comparisons; and an assessment of overall 
alternative program objectives. 

3. Florida Keys Marine Institute 

Florida Department of Health and Rehabilitative Services, Youth Services Program 
Office, District Eleven. Monitoring Report. July 9, 1980. 

Discusses demographic characteristics, transfer rate, length of stay, treatment 
plans, secw'ity, and conformance with contract requirements. 

Florida Department of Health and Rehabilitative Services, Youth Services Program 
Office, Planning Coordination Unit. Evaluation of Florida's Associated Marine 
Institute Program. June 1978. 

Combines all Marine Institute programs in Florida for the purpose of describing 
population profile, educational outcomes, behavioral adjustment, exits from AMI, 
employment, recidivism, and program cost. 

4. Katahdin: A Workshop for youth 

Katahdin. Progress Report to Minnesota Crime Control Planning Board, January 1 -
March 31, 1980. 

Reviews progress on program objectives, describes problems encountered in 
achieving various goals and objectives, and presents sources of referral, reasons 
for referral, and acceptance/rejection status. 

Bright, Willis K., Jr., and Cullen, John. Final Report on the Evaluation of Katahdin. 
Minneapolis, Minnesota: The Center for Youth Development and Research, September 
1979. 

An evaluation of the effectiveness of Katahdin which focuses on how and 
whether primary program objectives have been met. 

5. Key Tracking Plus 

The KEY Program, Inc. Alternatives for Youth: Annual Report, July 1979- June 1980. 
Framingham, Massachusetts: Key, Inc., 1980. -

A description of each of the Key programs with selected statistical information 
and a financial profile. 
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6 • Probationed Offenders Rehabilitation and Training 

Dodge-Fillmore-Olmsted Community Corrections System. Comprehe?sive piB:n-. 1980. 
Rochester, Minnesota: Dodge-Fillmore-Olmsted County Board of CommISSIoners, 
1979. 

Contains a description of aU community correction funded services in the 
geographic area. Includes system goals~ program description, .ta~get groups, 
ongoing and unmet needs, process objectives, program success mdicators, and 
budget summary and expenditure detail. 

Dodge-FiUmore-Olmsted Community Corrections System. 1979 Year-End Report. 
Rochester, Minnesota: Dodge-Fillmore-Olmsted County Board of Commissioners, 
1979. 

7. 

Indicates progress of all community correction funded services in accomplishing 
the 1979 comprehensive) plan objectives. 

f!'0ject Vision 

Authorship unknown. !!glect Vision: An Evaluation of the First Six Months. 1977 
(mimeograph). 

Contains a discussion on background, intended program participants, operating 
procedures, and experiences during the first six months. An assessment with 
recommendations is included. 

8. Transitional Center 

Transitional Center. progress Report to Louisiana Commission on Law Enforce~nt 
and Administration of Criminal Justice. October 8, 1980. 

Contains organi:z;ational chart, client demographic data and sources of referral, 
staff training provided, consultation/technical assistance utilized, and assess
ment of project goals and objectives. 

9. Vindicate Socitety 

Correspondence bEltween Vindicate's Executive Director and Bureau of Licensing, 
Division of 'Youth BLnd Family Services. Dated April 1, 1980. 

Vindicate's lL'eSpOnse to the DYFS e'/aluation report on "Vindicate Society 
Residential Treatment Center for Delinquent Boys." 

loloiols .. ' _______ , ___________________________________ ~_'__ ___ • _____ --,_ •....... 
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Correspondence between Evaluation Unit, Division of youth and Family Services, 
Department of Human Services, and Vindicate's Executive Director. Dated Septem
ber 11, 1979. 

Summarizes findings of an inspection which reviewed the facility, case records, 
policies and procedures, and programmatic content. 

Residential Facility Evaluation Unit, New Jersey Division of Youth and Family 
Services. Third Evaluation-Preliminary Report: Vindicate Society. Trenton, New 
Jersey: Division of Youth and Family Services, August 1979. 

Presents a program summary, consumer evaluations, and conclusions and 
recommendations. 

Newark Office of Criminal Justice Planning. Evaluation Report #36. Apri112, 1979 
(mimeographed). 

A l'eview of program objective, outcome characteristics, and the Vindicate 
program as seen by others. 
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APPENDIX D~ Program Profiles 

The following program profiles have been included to give the reader a holistic 
picture of the programs. Each program has bee? described on ~he ?asis ?f six to~ical 
areas: origins and history, point of interventIOn, referral crIterIa, client p.rofII~s, 
program services, and staffing patterns. Since only rarely ~ave ~omp~ehensIve, m
depth descriptions of community-based programs for s~rIous Juv~nile offe!1~ers 
appeared in the literature, we believe these eleven profIles constitute a crItical 
portion of the monograph. The reader is forewarned that many of these programs. are 
likely to have changed since our visits. These changes may range from mmor 
alterations to a fundamental revamping of organizing frameworks. It should also be 
noted, of cou.rse, that some of these programs may no longer be in existence. 

Residential Programs 

1. Alternative Rehabilitation Communities, Inc. 

Origins .and History: 

Alternative Rehabilitation Communities, Inc. (ARC) at Woodlawn is a highly 
structured group home located in a residential neighborho~d ?f. Harrisburg~ Pennsyl
vania. The program originated through the efforts of two mdividuals who~ In the fall 
of 1975, responded to a request from the Center for Com~unity Alternatr~es (CC~). 
CCA called for the development of a variety of alternative program serVIces WhIch 
would be subcontracted on a purchase-of-service basis. 

The CCA subcontracting mechanism was designed to expedite the creati~n and 
implementation of community-based alternative place~ents to be used most Imm~
diately to deinstitutionalize the 392 juvenile offenders Incarcerated at the Camp !lIll 
Penitentiary and to provide services for high-risk juvenile offenders who mIght 
otherwise be sentenced from the courts directly to Camp Hill. The details of how 
CCA began operated and was subsequently discontinued are outside the scope of this 
program d~scription; these issues have been treated elsewhere (McGillis and 
Spangenberg, 1976), but a number of points concerning CCA and central to 
understanding the emergence of ARC need to be made. 

The overall plan for CCA was to develop a statewide network of progra~ 
alternatives. This goal was complicated by the fact that, although the PennsylvanIa 
Department of Public Welfare (DPW) maintained authority over all facilities for 
delinquent and dependent or neglected youth, the commitme.nt .au~h~rity remain.ed w~th 
the judges. Moreover, juvenile probation fell under the JurIsdIctIOn of the Juvenile 
court at the county level. It performed court intake, provided formal and inf?rmal 
preadjudicative diversion, and handled traditional postadjudicative probation serVIces. 

According to an ABT Associates report (McGillis and Spangenberg, 1976), 
Dr. Jerome Miller Commissioner of the Office of Children and Youth, and DPW 
officials chose an 'administrative structure to process as rapidly as possible grants to 
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pr.e90minantly pri~ate agencies or groups. The old-line, private providers declined an 
ImtIal offer, a~d II?-stead the CCA concept was devised. The plan was for CCA to 
d.evelop and mamtam the network of service providers for thl."ee to five years, at which 
~lme DPW would B;bsorb CCA. CCA was incorporated in rv~c y 1975 and was organized 
mt~ a central of~lce and four regional offices mirroring DPW's own administrative 
regl?ns. Each regIon ~as re~ponsible for developing alternative services corresponding 
t~ SIX program types: mtensive care security units which were locked and/or fenced" a 
hIghly .struc.tured co.~m~ity r~sidential center for non dangerous, chronically delln
q~ent ~u~emles requIrIng IntensIve treatment; community advocate programs; super
VIsed .hvmg (f?s~er care)? outward. bound; and a capacity to procure such services as 
vocational. trammg, speCial education, psychotherapy, family therapy, and roommate 
program~ based at colleges. In addition, each region was to create a needs assessment 
team WhICh was to carry out a comprehensive evaluation of individual youngsters. 

. A.gainst this backdrop, two young men--one black and one white--met with 
M~ller . an~ wer: subsequently subcontracted to provide juveniles exiting from Camp 
HIll w~th IntenSIve t:eatment in a highly structured, small (ten to fifteen beds) group 
~ome In the community. During October and November 1975 ARC was created· it was 
mc~rporated as a nonprofi~ child care agency and procured a 'contract from the ~entral 
regl?n CCA. Staff recr~Itment and training began immediately, and a large, single
faml~y house was found m a pleasant and well-maintained residential community in 
HarrIsburg. 

. Local community opposition emerged immediately, and a zoning battle ensued. 
ThIS struggle lasted for several months and resulted in a compromise in which juvenile 
?ffenders convicted of arson, armed robbery, or rape were excluded from participating 
In the program. 

. Th~ ABT report points out that other programs funded by CCA faced similar 
zonIng dIsputes and problems. of community resistance; these obstacles, along with high 
start-up co~ts, probleI?s In the court referral process, and various kinds of 
pro~rammatIc shortcomI~gs, led to uneven program development within the various 
reg~0!1s. Not every regIOn saw all seven planned program types implemented. In 
addItion, some of the programs collapsed, were phased out, or were absorbed into DPW. 
Moreover, due to a numbe~ ~f fac.tors--reducti~n in anticipated LEAA grant monies, 
cost ov~rruns, DPW admInIstrative shortcomIngs, CCA ineffectiveness and the 
completion of the Camp Hill deinstitutionalization process--CCA's regio~al offices 
were close~ on July 1, 1976. Responsibility for direct case management was 
transferred mto a newly created office within DPW. 

ARC surviv~~ ~hese initial. pro~lems, has expanded, and is presently thriving. It 
now runs f?ur faCilItIes, two reSIdential and two nonresidential. Our discussion of the 
program WIll focus on the group home in Harrisburg. 

Total operating expenses for that facility.for the fiscal year ending June 30, 1979 
were $240,6~6.68. Under the purchase-of-servlce agreement, the client's home county 
pays a per dIem of $80.00 to ARC, and DPW reimburses the county for 75 percent of 
the C?st. If, on ~e other hand, a state institution is used for secure placement, the 
per dIem c?arge IS $140.00! and DPW" ~ill only reimburse 50 percent of the cost. The 
net eff,ect IS a county per dIem cost ot '1>20.00 for the altel'native residential placement 
as opposed to $70.00 for an institutional placement. 

".,...,."j 
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Point of Intervention 

All juveniles referred to the program have been adjudicated delinquent and 
placed on probation with a court-imposed condition for entry into ARC. Some are sent 
directly from the courts as an alternative to commitm~nt; others had been pla.ced on 
probation and then failed in one or more placements. Fmal~y! some who ha~e vIol~ted 
probation may have been previously placed under the supervIsIon of a probation offIcer 
and released to a parent or guardian. -

Referral Criteria 

As a community residential center within the central region of Pennsylvania, 
ARC has a formal catchment area including twenty-six counties. Between 1978 and 
1980 however a total of only eight counties made up the primary service area. 
Eligible male youths must be between the ages of 15. and 1~, adj.udicated delinqu~nt, 
and determined suitable by the court for a communIty reSIdentIal center. RapIsts, 
armed robbers, arsonists, and psychotics are automatically excluded. ~owever~ ARC's 
second residential facility located in a more remote area near HarrIsburg WIll take 
offenders from the first three of these four categories. In addition, youths charged 
with homicide are automatically waived to the jurisdiction of the adult court. 
Furthermore, a recently adopted statute makes it possible for c~::"tain first-time 
offenders to be certified as adults. 

All referrals corne from the juvenile court. The admission decision is made by 
the ARC executive director with input from the group home's program director ~nd 
ARC's program coordinator/president. The social summary, allreleva.nt acc0ID:pa;tymg 
materials, and a preentry interview are used to a:ssess eac~ case. In a vast m~Jority of 
the cases the referrals are considered approprIate. ThIS fact can be attrIbuted to 
probation' officers' having an excellent sense of the program's orientation and 
operations. 

Client Profiles 

The group home has a maximum capacity of ten, though two a?ditional 
youngsters temporarily being held in detention participated in the program durmg days. 
Out of the ten stUdents residing at the facility, eight were white, two were black; the 
average age was 16.3 years. Reasons for referral included three youngsters for 
burglary one for theft, one for auto theft, one for breaking and entering, one for 
receipt ~f stolen goods, one for a probation violati~n, an? two for "failing to adjust" 
which involved previous program placements. WhIle prIor arrest reco~ds ~ere not 
obtainable, previous placement data indicated all but one youth had historles of at 
least one earlier placement. 

Program Services 

The average length of stay is nine months. The program's major components 
include in-house education; individual, group, and family counseling; organized 
recreation; and extensive prerelease preparation coupled with outreach services. The 
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facility relies on a point system in which one to three points are assessed against 
clients for various rule infractions. Points are essentially demerits which accumulate 
over a week's time. They are then used as a basis for assigning a variety of chores. 
The poin~ system is also used in combination with assessments of client progress and 
cooperation to select a student of the month. The reward for receiving this honor 
co~sists of .a steaI<: ?inner and being cited on a house plaque. In addition to being 
ass~gned pomts for mfractions, other consequences for misbehavior inclttde writing 
assIgnments, work hours, talk hours with counselors and/or the program director 
curtailment of in-house mobility, loss of smoking or phone privileges, loss of hom~ 
visitB:ti~n privileges, prohibition on wearing street clothes with a requirement to 
remam m a bathrobe, and the most 8evere sanction, program termination. 

Schooling begins between 9:00 a.m. and 11:00 a.m. and is c()ntinued from 
1:30 p.m. to 3:30 p.m. All entering youths are tested for achievem(:mt levels and 
abilities. Based upon this information, the program teacher develops an individualized 
program of instruction. GED preparation and remedial instruction are both available 
as well as work on practical skills. Credits which are earned in the program scheol can 
be applied toward a regular high school diploma. Staff members assist the teacher in 
the largely individualized course of study for each youth. All subjacts commonly avail
abl~. in a gene~al sec~ndary educational curriculum are taught. Although return to a 
public school IS pOSSIble, a preference is given to working toward a GED at the 
progI"am. Readjustment to a public school environment poses great difficulties and has 
frequently not worked out well for former ARC residents. 

Individual counseling techniques vary considerably, reflecting a youth's particular 
personality, manifest behaviors, and set of problems, as well as each counselor's own 
style and orientation. The underlying objective is to create a basis for rapport 
betwee.n ~ach. stude~t and his primary co"!nselor. The counselor provides support, 
offers mSIght mto dally occurrences, and guides the stUdent in developing a repertoire 
of socially acceptable responses. By trying both to enhance self-esteem and to model 
appropriate forms of social interaction in a nonintimidating manner, the counselor 
hopes that self-defeating defense mechanisms will be reduced and that negative 
behaviors will be recognized as unproductive. Individual sessions between a resident 
and counselor are routinely held once a week although they may take place more often 
when needed. Each counselor is typically assigned two students, and this staff member 
is responsible for conducting the individual counseling sessions, working on the 
treatment plan, monitoring progress, and writing monthly reports. 

Group sessions are held twice a week. One is devoted to "snitch and bitch" where 
various in-house problems such as relationships with staff and between residents, and 
other general complaints, are discussed. Topics are frequently chosen from 
suggestions made in writing by the clients. The other session is generally devoted to 
focusing in an organized way on interpersonal communication through peer interaction 
and s!Iared criticism. This activity is expected to demonstrate how particular 
behaVIOrs affect others and to generate self-awareness and insight based on 
intelligence rather than simply on impulsive emotions. For a number of months 
meal!im~ at the program had taken on the trappings of a group session. This format 
was mstItuted to offset the increasingly chaotic interaction that had developed at 
meals. ~n extended group session lasting anywhere from several hours to several days 
can be mvoked at any time. All other activities cease, and all stUdents and staff 
members participate. The session ends only when the particular difficulty or peer 
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culture problem has been thoroughly analyzed and a common understanding is reached 
concerning how the issue will be resolved. 

Family work tends to be utilized with greates~ regular!ty d~ing ~he prerele~e 
phase. Prior to its use at that stage in programmmg, sessions lI~volvmg the. family 
mostly occur during home visits. These visitations begin after a c!lent has resl~ed. for 
two months at the facility. They are initiated only if the student IS not on restrlctl?n. 
The first home visit lasts only one day and requires prior approval from the probation 
department consent of the family, and the establishment of a behavioral contract 
specifying ~all-in times, curfews, etc. If no new restrictions have been imposed 
following the initial home visit, students are granted two full weekends a~ home per 
month. The home visits continue in this manner until the prerelease phase IS launched 
after about eight months of participation in the program. 

During prerelease, the program's outreach coordinator deals dir.ectly with the 
family on a weekly basis. Goals established for the youngster and the kmd of problems 
likely to arise are discussed with the family •. C?nce prerelease extende~ w?ekel!ds 
begin, the outreach coordinator is a frequent vIsitor to t~e home. In. thiS sltuatI?n 
many opportunities arise for the coordinator to consult mformally with the fa~il:y 
about a number of issues. While ARC is not a family treatment program per se, It IS 
important to point out that, as each youth moves closer towar.d ~ompletion of the 
program, more family conta'.!t and interaction gradually occur, prInCipally through the 
outreach coordinator. 

After participating in the program for approximately eig~t months, ~ r:s~dent 
may be recommended for a prerelease hearing upon the adVIce of the mdlvldu~ 
counselor. This student appears before the entire staff and presents an account of hIS 
progress toward the specific goals written in his regularly reviewed treatm:nt plans. 
He also states his reasons for being placed on prerelease and enumerates hIS overall 
objectives. In this meeting, the staff can be highly confrontive and critical. After his 
presentation and response to questions, the student is ex~u~ed in order for the staf~ to 
reach a decision. If rejected, the student is given a speCifIC date for another he!irmg. 
If accepted the student enters a new phase in the program. The outreach coordmator 
assumes th~ role of counselor and starts to work with the student on a specially 
designed prerelease curriculum. The first five days of this curriculum must be 
successfully completed before the extended home weeke!1ds can co"?me!1ce and )ob 
hunting or a school program search can begin. The curriculu~'s tOP.ICS Inc.lude. Job
seeking procedures, interviewing, filling out applications, .followmg Wt'Itten dIrections, 
opening and managing s~vings accounts, budge.ting, voting, u~e of th.e marketplace 
(advertising, avoiding gyps, safeguards), procurmg and managmg housmg needs, ~nd 
consumer law. The probation department is informed in writing that reentry plannmg 
has begun for the client and that job or training placements are being sought. 

The outreach coordinator then formulates a social contract for the extended 
home weekend pass, notifies family, and usually spends one day taking the student to 
various places. The passes, along with the conditions writte~ into the contract, are 
continued until arrangements are finalized. If problems arIse, the passes can be 
revoked, and if successfully completed, a request is made to the court to make a 
change from full-time stUdent to prerelease status. 
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Once formally placed on prerelease status, the student returns to ARC on 
weekends, completes the prerelease curriculum, and discusses regularly with the 
outreach counselor his weekly experiences and problems. The coordinator periodically 
contacts the employer or teacher, parents, and the probation department to check 
progress and to convey information. Employers or teachers are asked to fill out a 
status rl~p.?rt. If all goes we~ for four to five ,weeks, the student is given a prerelease 
~est covel mg many: of the tOPICS from the speCIal curriculum. If the student passes, he 
IS no longer reqUIred to come to the facility. The coordinator meets with the 
youngster. and family twice per week for two weeks at his home. The employer or 
teacher and the,probation offi~er are also conta~te~ during this period. If all appears 
well, a. graduatIon c~remony IS ,scheduled, and mVItations are extended to all staff, 
fellow students, famIly, close frIends, and the probation officer The commencement 
tak€!s plac(~ at the facility. In order for a student to remain in ARC for more than nine 
months, the court ~ust approve. Upon graduation, the outreach coordinator contacts 
the stUdent. eve~y SIX ~ont's for two years to check on progress. Additional services 
can be prOVIded If reqUIred. 

Staffing Patterns 

The staff i~c!udes an executive director, program coordinator and president of 
ARC, program dIrector, one teacher/staff supervisor, counselor/recreational coordi
nator, t~o coun~e.lors,. three. counselor trainees, outreach counselor, consulting 
psycholOgist, admmistratIve asSIstant, and a cook. This large staff is organized so that 
twenty-four ~our eyeball supervision can be provided, along with an extenSively 
planne~ and hIgh~y structured, day repl~te with four hours a day of individually tailored 
schoolin~, orgamzed recreational perIOds, group activities involving some use of 
?ommumty res?urces, an~ ~et hours for free (though monitored) time. The facility is, 
mdeed, a beehIve of actIVIty; youth are kept exceedingly busy. An extremely high 
level of staff-student interaction is constantly occurring. 

The yast l!lajoritr of the st~ff hav~ been with the program for at least several 
years. It IS raCIally mIXed, and VIrtually all of the staff either possess or are working 
on Bachelor's degrees; three have Master's degrees. A number of the staff members 
have ~een college ~t~letes. Alm,os~ all are young adults ranging in age from the mid
tw~n?7s to .late thIrtIes. Very limIted use of volunteers is made to carry out certain 
actiVIties WIth the stUdents. 

2. ESl?eranza Para Manana 

Origins and Histor~ 

Esperanza P~ra Manana is a residential program for severely delinquent Hispanic 
youths. Located m an older residential neighborhood of Salt Lake City Utah the 
progra~ emerged from the efforts of two ethnic organizations, the Institut~ of H~man 
Resou~ce Development (IHRD) and SOCIO, to provide services for youthful offenders. 
~ate m 1977 they re~ponded to a bid issued by the Community Alternatives for 
-roubled Youth Committee (CATY) for the establishment of community pla.cements as 
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alternatives to the state's commitment facility in Ogden (the Youth Development 
Center or YDC). 

Utah received a three-year, $800,000 federal grant in 1977, and CATY was 
created as a mechanism for dispursing this money. In January of 19'18, CATY 
contracted with a number of private agencies to establish community-based programs, 
and IHRD and SOCIa were awarded one of the CA TY contracts. Principal 
responsibility for actually implementing the project was assumed by IHRD. 

Although Hispanics were disproportionately represented among both the referrals 
to court for delinquency and YDC commitments, an eValuation of seven of the CATY 
programs reported that Esperanza personnel experienced difficulty for the first several 
months in finding enough delinquent Chicano youth in the state to fill the facility. 
Eventually, the program obtained enough clients, but problems persisted. During the 
summer of 1979, a new executive director and a clinical director were appointed. A 
mBtjor overhaul was initiated, and a vastly different program took shape. 

Under the purchase-of-service system instituted, the Division of Family Services 
(DE'S) reimburses Esperanza for its actual expenses. The 1979 operating budget came 
to a;pproximately $100,000, and the per diem cost was $36. 

Point of Intervention 

The Utah Juvenile Court system is statewide and is divided into five judicial 
districts. Judges are appointed by the governor and collectively form a Board 'of 
Judges of the Juvenile Court. This board sets policies and administrative procedures 
for the entire juvenile court system. Juvenile probation is a service arm of the court; 
probation officers are appointed by the local judiciary. These officers also function as 
court intake and/or supervisory officers. DFS, as a branch of the Department of Social 
Services, has responsibility for Youth Corrections. Youth Corrections operates YDC, 
supervises parole, and manages specialized c\lt-of-home placements for delinquents. 

Understanding the basic structure of Utah's juvenile justice system is important 
because youngsters with distinctly different legal statuses may be placed in the same 
privately operated home for delinquents. In turn, these statuses affect who has 
authority in matters such as determining release, providing institutional aftElrcare, and 
specifying permissible responses to subsequent misconduct. 

, One possible placement status for Esperanza is a YDC suspended commitment. 
, Under this disposition, the judge, basing his decision on the recommendation from a 

predispositional screening team (comprised of a youth corrections worker, a child 
welfare worker, and a probation officer), sends the juvenile to Youth Corrections with 
either a specified placement or an instruction leaving the final placement decision to 
Y;':>uth Corrections. In both casees, if a subsequent offense occurs, the youth must 
return to court for a hearing. Another possible placement status for Esperanza is a 
YDC stayed commitment which may be imposed on a youngster who, in the court's 
opinion, is more likely to commit subsequent offenses. In this case, a YDC 
commitment can be invoked without a hearing and only requires a judge's signature. 
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Another route for placement in Esperanza is after a youth has served either a 
short-~erm or regular (long-term) commitment in YDC. In the case of a short-term 
~~~ml~:nent, a y~>uth may be s~nt to YDC by court order for Sixty to ninety days. 

eore !Cally, thIS plac7ment IS for the purpose of observation, evaluation and 
sUbsequ~nt rec0I"?mendatIon t~ the court for final disposition. Several sources stated 
howevel, that thIS placement IS frequently used as a "slap on the wrist" Whatever th' 
reas~ns, after th.e short-term ?ommitment the youngster is returned' to court wher: 
the .l~~ge .maY.l!lvoke probatIOn, a suspended commitment, or any other kind of 
aval a e dIsposItIon. All of these statuses can lead to placement in an alternative 
program such as Esperanza. 

hr ~e~~~r commitmen.t to YDC is usually reserved for youths who have exhibited 
c ?mc e ~quent be~avlor or have committed serious offenses and are viewed as 
posmg a serIOUS phYSIcal threat to their communities. In these cases youths are 
place? tun~er th~ custody of YDC, and the court relinquishes all jurisdIction The 
~up~rm. en ent 0 YDC has the responsibility for selecting release dates fr~m the 
mstI~utIon lor these youngs~ers. However, since juvenile parole also falls under the 
a~sPIces. 0 Youth CorrectIOns, these youngsters may eventually be placed in an 
a tern~tiv~ prog~a!ll such as Esperanza. The final route for placement in Esperanza is 
rObatl~n .uper~l~lon. Although out-of-home placement infrequently accompanies this 
orm. 0 supervIs~on, such cases have been placed in Esperanza. This placement 

requIres approval trom Youth Corrections. 

Referral Criteria 

Esperanza's for:na1 .catchm7nt area includes the entire state of Utah. The 
program, however, prImarIly receIves referrals from Salt Lake Cit'y and Ogden Th' 
pattern. of referral results from the fact that these two citie~ have the l~r e~~ 
p~p~at1ons and contain the highest concentrations of Hispanics in the state T; be 
~~gIble, youngsters must be seriously delinquent Hispanic males between the· ages of 

. .and. 1~. No formal or written guidelines are enumerated by Es eranza for 
distingUlshmg serious from nonserious delinquents. p 

are Th~Ikogram refus~s to accept youths who either are reluctant to participate or 
, . unWl g to work wIth the staff and abide by program rules. Youngsters with 
ma~o: d:ug. or alc~hol problems are not admitted. The maximum capacit for the 
faCIlIty IS elgh~. Fmal admission decisions are made by the clinical director· ~lmost all 
cases referred In 1979 were accepted. ' 

Client Profiles -,;...-;;..;;..:;;.::.:;= 

. Aft the time of our visi~, there were four residents in the program. They ranged 
l~ age. rom 11 to 15 years wIth an average age of 13.8 years. These clients had arrest 
hIstorIes of numerous property crimes; reasons for referral included one oun ster for 
burgdlary,. one for t~eft, one for burglary and shoplifting, and one for ~urgl~ry of a 
non welling along WIth burgJ\ary of a vehicle. 

It is imp?rtant to note that the more serious delinqUent acts in Utah tend to be 
property felomes and not felonies against persons. Nevertheless, staff at Esperanza 
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felt that they should be receiving more hard-cor~ cases, i.e., somew~at older youths 
with arrest histories of more crimes of personal vIolence. Coupled wI.th th.e ~act t~at 
the program was operating only at 50 percent of capacity and that Hispamc Juvemles 
are disproportionately represented among referrals ,to court, .ou~-of:home placements, 
,and the more serious chronic offender group, there IS a clear mdicatIon that Espera~za 
was being underutilized for that group for which it had been designed to provIde 
services. 

'Program Services 

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

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

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

To advance to stage two, at least 80 percent of all obtainable points must be 
acquired. In the second stage, telephone privileges are eased; walks to the pa~k or 
nearby stores with staff permission are allowed three times a wee~; ,0v.:nership of 
radios is permitted; and after one week a twenty-four-hour home VISIt IS granted. 
Eighty-five percent of all obta.inable points are required to advance. to the ne,xt stage. 
Stage two is designed to last a minimum of three weeks. The fmal or, t~Ird stage 
involves preparation for release and placement. A number of .o~d prIVIleges, are 
expanded, and some new ones are intrc)ouced. For ~xample, hom,e ~lSltS ar~ permItted 
every weekend. These weekend visits are clearly vIewed as a prIVIlege ~hICh must be 
earned. Parents are asked to fill out a form about the child's behaVIor after each 
weekend visit. In this stage, 90 perc.~nt of all ob~ainable points, ~ust be ea~ned to 
progress to the next week. Consequences for vio!a~I.on of ho~s~ prIvllege~ can mclude 
loss of home visits restriction on weekly actIVities, receIvmg no pomts, loss of , , 
privileges, extra duties, referral to court, or expulsIon. 

1 
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In its quest to develop cUlturally appropriate treatment models, the program 
selected a predominantly Chicano staff to provide role models for and to counsel with 
the residents. This strategy assumed great importance since it is linked to the belief 
that ethnic pride and cultural identity should be appealed to, if not inculcated in 
attempts to communicate with minority youngsters. In addition, the assumption ~as 
made t~at havin&: an exclusively !'lispanic client population increased the possibility of 
generatmg coheSIon between reSIdents and staff. The widespread perception that the 
d~minant "An&:lo" power. structure constituted a prejuu:ced and discriminatory power 
elite caused thIS assumptIon to be espeCially meaningful. 

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

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

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

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

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

Staffing Pat~erns 

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

3 • .:rhe Floridalfeys Marine Institute 

Origins and History 

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

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

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

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

Point of Intervention 

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

Referral Criteria 

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

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

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

Client Profiles 

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

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

Program Services 

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

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

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

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

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

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

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

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

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

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

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

Staffing Patterns 

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

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

4. Probationed Offenders Rehabilitation and Training 

Origins and History 

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

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

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

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

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

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

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

Point of Intervention 

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

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

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

c ange In re erral policies. 

Referral Criteria 

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

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

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

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

Client Profiles 

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

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

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

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

Program Servic~ 

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

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

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

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

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

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

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

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

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

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

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

~taffing Patter~ 

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

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

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

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

5. Vindicate Society 

Origins and History 

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

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

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

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

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

Point of Intervention 

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

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

Referral Criteria 

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

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

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

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

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

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

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

Client Profiles 
",to' 

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

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

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

Program Services 

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

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

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

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

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

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

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

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

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

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

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

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

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

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

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

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

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

Staffing Patterns 

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

Nonresidential Programs 

6. Copger Mountain Mental Health Adolescent Day Center 

Origins and History 

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

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

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

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

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

Point of Intervention 

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

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

Referral Criteria 

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

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

Client Profiles 

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

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

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

Program Services 

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

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

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

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

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

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

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

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

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

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

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

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

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

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

Staffing Patterns 

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

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

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

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

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

Origins and History 

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

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

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

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

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

Point of Intervention 

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

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

Referral Criteria 

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

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

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

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

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

Client Profiles 

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

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

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

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

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

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

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

Program Services 

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

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

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

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

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

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

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

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

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

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

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

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

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

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

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

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

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

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

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

Staffing Patterns 

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

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

o 

8. Key Tracking Plus 

Origins and History 

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

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

Recognizing the necessity for other services, Key became involved in foster care 
as well as in programs providing work opportunities, protective services, alternative 
education, and secure residential treatment. Key maintains private, nonprofit 
businesses throughout the state of Massachusetts, which is divided into five l'egions for 
administrative purposes; a central office is maintained in Framingham. In addition to 
line staff, there are regional directors, program service coordinators, and program 



,l: 

I 
I 
I 
I 
I 
1 
1 
J 

1 

J 

j 
11 

J 

'1 
] 

-197-

supervisors. In the period from July 1, 1978, through June 30, 19'f.9,. Key's total 
income (fee for service and other contributions) was slightly over $3A mlllion. 

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

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

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

Point of Intervention 

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

Referral Criteria 

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

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

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

Client Profiles 

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

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

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

Program Services 

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

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

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

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

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

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

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

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

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

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

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

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

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

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

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

Staffing Patterns 

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

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

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

9. Project Vision 

Origins and Histor~ 

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

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

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

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

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

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

Point of Intervention 

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

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

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

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

pro a Ion or state custody. 

Referral Criteria 

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

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

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

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

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

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

• IS counse or assumes prImary responsibility 

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

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

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

Client Profiles 

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

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

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

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

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

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

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

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

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

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

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

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

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

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

Staffing Patterns 

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

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

10. Transitional Center 

Origins and History 

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

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

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

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

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

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

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

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

Point of Intervention 

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

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

Referral Criteria 

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

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

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

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

Transitional Center maintains strict eligibility criteria which specify that 
appropriate clients are youths diagnosed as either ~earning. disabled or emo~iona!lY 
disturbed. A battery of testing procedures .and ra~Ing devI<:es are ~e~ to IdentIfy 
youths who are believed to fall into the two dIagnostIc categorIes. AdmInIstered by ~n 
outside eValuation team affiliated with the University of New Orleans' SpecIal 
Education Research and Evaluation Center, the Competent Authority Evaluation (CAE) 
screens out those youngsters who may be suspected as appropriate,. but upon a ?areful 
testing, cannot actually be diagnosed as such. The t~ams COnsIS~ of a varIety of 
specialists such as social workers, educational psychologIStS, educational consultants, 

J 

! I
, 

I 
I 
I 
I 
f 

t 
t 
1 

I 
I 

-212-

and speech and hearing consultants. The testing may include administering the 
Wechler Intelligence Scale for Children, ViSUal-Motor Assessment (Bender-Gestalt), 
Wide Range Achievement Test, Spache Diagnostic Reading Scales, Detroit Tests of 
Learning Aptitude, Peabody Picture Vocabulary Test, audiological assessment, and any 
other testing or evaluation believed necessary for each case. The program also 
requires a psychological report not more than a year old, a current social summary, 
medical assessment, information from past placements, and offense records. 

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

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

Client Profiles 

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

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

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

Program Services 

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

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

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

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

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

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

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

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

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

Staffing Patterns 

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

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

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

11. Viable Alternatives to Institutionalization Program 

Origins and History 

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

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

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

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

Point of Intervention 

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

Referral Criteria 
< 

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

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

Client Profile 

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

A review of the randomly drawn records indicated the following reasons for 
referral: one offender with attempted robbery and battery; two offenders each having 
a breaking-and-entering charge; one with strong arm robbery; one with shoplifting and 
a violation of community control; two offenders each having a burglary; one with grand 

J 

1 

i 
I 
I 
I 
I 
I 
I 
I 
I , 

-218-

theft;. one with pet~y larceny and aggr!lva~ed assault; one offender with two charges of 
breakIng and enterIng, petty theft, lOIterIng, and resisting arrest; one with attempted 
petty !heft and stro~g arm robbery; one with violation of probation; one with 
possessIon of ~ugs ana burglary; two offenders each having a violation of community 
control; one WIth petty theft and strong arm robbery; one with three burglaries' and 
one with two burglaries and trespassing. ' 

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

Program Services 

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

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

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

The sch?~l was considere~ an official part of the local school system, with 
stUdents receivIng regular credit for the subjects they took. Records specifying 
cor.npleted work along with a recommendation for grade placement accompanied YAP 
stUdents who ~eent~red th~ regular public school system. In addition, a school diploma 
could be obtamed If the fmal requirements were met at the JSP school. There were 
two full-time teachers who closely collaborated and communicated with the counselors 
and progra~ coordinator. The teachers, although paid for by the local school system, 
were recruIted, screened, and selected by JSP's executive director. 
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A token economy system, utilized primarily by the teachers, was instituted in the 
fall of 1979. Points were awarded to students for exhibiting positive behavior in 
school-related activities and groups. Early in the operation of the program, accrued 
points could be used to earn the privilege of leaving early. Later, however, it was 
decided this practice was unfortunately reinforcing the idea that the program was a 
place students would prefer not to be. In this seMe, the proglL'am was promoting (or 
literally rewarding) the notion that the services and guidance provided l'epresented a 
burden to the client rather than a valuable resource. 

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

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

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

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

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

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

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

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

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

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

Staffing Patterns 

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

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