
D
EP

ARTMENT OF JUSTIC
E

O
F

F
IC

E
OF JUST I CE PRO

G
R

A
M

S

B
JA

N
I J

OJJ DP BJS
O

V
C

U.S. Department of Justice

Office of Justice Programs

Bureau of Justice Assistance

Revitalizing Communities:
Innovative State and

Local Programs

Monograph



This document was prepared by the Justice Research and Statistics Association, under
cooperative agreement number 95–DD–BX–K011, provided by the Bureau of Justice
Assistance, Office of Justice Programs, U.S. Department of Justice. The opinions,
findings, and conclusions or recommendations are those of the authors and do not
necessarily represent the official position or policies of the U.S. Department of Justice.

U.S. Department of Justice
Office of Justice Programs

810 Seventh Street NW.
Washington, DC 20531

Janet Reno
Attorney General

U.S. Department of Justice

John C. Dwyer
Acting Associate Attorney General

Laurie Robinson
Assistant Attorney General

Nancy E. Gist
Director, Bureau of Justice Assistance

U.S. Department of Justice Response Center
1–800–421–6770

Bureau of Justice Assistance Clearinghouse
1–800–688–4252

Bureau of Justice Assistance
World Wide Web Home Page
http://www.ojp.usdoj.gov/BJA

The Bureau of Justice Assistance is a component of the Office of Justice Programs, which also
includes the Bureau of Justice Statistics, the National Institute of Justice, the Office of Juvenile
Justice and Delinquency Prevention, and the Office for Victims of Crime.



Monograph

Bureau of Justice Assistance

Revitalizing Communities:
Innovative State and

Local Programs

June 1997 NCJ 165360





iii

Monograph

Foreword

Frustrated by persistently high levels of crime and juvenile delinquency,
Americans are looking for new, effective approaches to preventing and
controlling crime. This monograph documents a variety of initiatives, in-
cluding several among Native American tribal communities, that focus on
preventing crime and its consequences through community revitalization.
Among the problems targeted by these programs are neighborhood blight,
drug trafficking, and related crime, as well as inappropriate or ineffective
jail sentences for nonviolent offenders. Of particular concern is a signifi-
cant population of youth at risk for dropout, delinquency, and violent
crime.

Although on these pages the programs are organized by State, they are in-
tensely local, responding to local problems with local resources. Virtually
all, however, can be replicated in other communities, either in whole or in
part. Within each program description there is enough information about
how the program was developed and implemented to give other commu-
nities guidance about pitfalls to be avoided and factors that can lead to
success.

The approaches represented by these programs may involve bringing to-
gether various elements of the community, some of which may have been
hostile to one another in the past. Many involve forging partnerships be-
tween police and neighborhood residents and implementing other aspects
of community policing. A number of programs demonstrate ways neigh-
bors are working together to respond to threats to their safety and the
well-being of their children.

The Bureau of Justice Assistance is committed to helping local communi-
ties develop effective means of controlling crime and ensuring neighbor-
hood safety. We hope the information presented in this monograph about
what some communities have accomplished will be helpful to others fac-
ing similar challenges.

Nancy E. Gist
Director
Bureau of Justice Assistance
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Introduction

This monograph was developed and written for the Bureau of Justice
Assistance (BJA) by the Justice Research and Statistics Association in
coordination with the National Institute of Justice, the Bureau of Justice
Statistics, and the Executive Office for Weed and Seed. It documents the
input of more than 60 planners, local practitioners, researchers, analysts,
and law enforcement officers, representing 21 States, who have been
involved in implementing or evaluating programs to improve the criminal
justice systems in their communities. This monograph describes their
programs, including goals, components, results and impact, and prospects
for replication. Although the programs are local in scope, each program
description provides enough information about how the program was
developed and implemented to give other communities guidance in
developing similar programs.

The 24 programs included in this monograph are funded under the Byrne
Formula or Discretionary Grant programs. Several have been extensively
evaluated at the State and local levels with results reported at the Annual
Conference on Criminal Justice Research and Evaluation and in other
forums. The nomination of effective BJA-funded programs for inclusion
in our publications is a joint effort by BJA, the Byrne State Administrative
Agencies, and local criminal justice program managers. State and local
criminal justice researchers and practitioners documented the results of
the program evaluations using BJA’s evaluation guidance.
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Gila River Indian Reservation—The
O'Otham Oidak Farm Project and the
Vechij Himdag Alternative School for
Delinquent Youth

Statement of the Problem
The Gila River Indian Community is facing increasing and more serious ju-
venile crime. The problems of young people are further compounded by
four generations of cultural erosion, government policies disruptive to the
family unit, and multiple generations of alcoholism. The historical and social
problems of the Gila River Indian Community are reflected in the lives of its
troubled youth. These young people now often seek their identities in gang-
oriented peer culture rather than in tradition. Their sense of loss is reflected
in low self-esteem, polyaddiction, and a lack of identity with their elders.

The 372,000-acre Gila River Indian Community, occupied by the Pima and
Maricopa peoples, is located in south central Arizona. The Pima and
Maricopa were historically well known for their prosperous farms, intri-
cate system of irrigation canals, and sharing of food with early settlers,
whom they befriended. In 1929 the Gila River was dammed up, bringing
this agrarian-based culture to an abrupt end.

Today, the reservation has a population of 10,000, with approximately one-
fourth between the ages of 10 and 18. Data from 1992 reflect 310 juvenile
arrests, representing 17 percent of the community's teenage population.
All of these youth were detained within the confines of the Juvenile Deten-
tion and Rehabilitation Center. This exceeds the national average of juve-
nile arrests for the same period by 12 percent. The recidivism rate for
detained youth reached just over 47 percent in 1992. The data revealed that
most chronic offenders were representative of approximately 30 dysfunc-
tional families who could be identified as “families in need of care.” Often
abused and neglected, by adolescence these youth are acting out their an-
ger through alcoholism and other destructive behaviors. They are a disen-
franchised group, and their behaviors serve to further alienate them. They
are frequently rejected by the community, feared by elders, and targeted in
the schools as troublemakers, contributing to a history of school failure.

Arizona
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Goals and Objectives
The goal of the center's programs is to rehabilitate these troubled young
people by reconnecting them with the essential values of their heritage,
while linking them with the critical knowledge and skills needed to be suc-
cessful in today's complex world. The O'Otham Oidak ("Fields of the
People") Farm Project and the Vechij Himdag ("New Way") Alternative
School are two vehicles designed to meet the specific needs of the target
population.

The goal of the O'Otham Oidak Farm Project is to enhance self-esteem and
cultural identity. By connecting these youth with their history and tradi-
tion and reconnecting them with the earth and the growing of crops, they
learn how to nurture—at first the plants and, finally, themselves. The fol-
lowing objectives were designed to reach this goal:

❑ Learn how to plant, tend, grow, and harvest native seeds in the
traditional manner and share the resulting produce with the elders and
physically and economically needy in the community through a food
distribution program.

❑ Learn modern agribusiness skills, such as the care of an orchard and
truck farm and carefully prepare the harvested produce for display and
sale in the community.

❑ Learn the art of gathering desert crops and preparing native foods
made from these crops.

The goal of the Vechij Himdag Alternative School is to provide education
and vocational training to the community's youth. Through a broad-based
educational program, youth begin to establish life goals and visualize a
more positive future. The following objectives were developed to reach
this goal:

❑ Provide a holistic and individualized education tailored to each
student's needs, with a focus on experiential learning and vocational
skills.

❑ Provide a small student-teacher ratio centered around positive role
modeling, reinforcement, and student-teacher relationships.

❑ Provide a culturally relevant curriculum that includes farming, Pima
language, myths, songs, and traditional arts and crafts.

Both the O'Otham Oidak Farm Project and the Vechij Himdag Alternative
School have as their main goal the rehabilitation of these young adults to-
ward becoming productive and contributing members of their community.
The following objectives were developed to reach this goal:

❑ Develop a solid work ethic by developing traditional and modern
agricultural skills, involvement in community service activities, and
onsite job training.
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❑ Provide life skills including computer and interviewing skills, technical
training, cognitive skills development, and community college
coursework.

Program Components
O'Otham Oidak Farm Project
The farm project received strong community support from its inception.
The idea was originally suggested by a prominent community member,
then chairman of the successful Gila River Farms Board. The agencies
needed to launch the project came together to join in its design and imple-
mentation. The group included representatives from the community's
Land and Water Resources and Irrigation Rehabilitation departments, the
Bureau of Indian Affairs (BIA), Gila River Farms (GRF), the University of
Arizona Agricultural Extension Agency, and the Natural Resources Con-
servation Services (NRCS).

Implementing this project involved surveying by NRCS and laser planing,
disking, and plowing by GRF. The Irrigation Rehabilitation Department
put in irrigation ditches, and BIA supplied water for irrigation. GRF also
donated startup funds and the orchard with money from an Adopt-a-Tree
Program. The Tribal Council and Governor supported the project by grant-
ing the center 10 acres of land adjacent to the facility. This land, known as
Tract One, had not been tilled for more than 50 years. The impact of seeing
this land come back to life affected the entire community. The O'Otham
Oidak Farm Project continues to be sponsored by NRCS of Gila River. For
the community and the youth, the farm project has become a symbol of the
regeneration of small tract farming and community gardens, a tradition
with deep roots that supported positive spiritual and social values.

Based on the principles of sustainable agriculture, the O'Otham Oidak's
main program component is the 10-acre farm. Youth from the center and
the alternative school work on the farm in rotating groups. They have
learned how to lay out and plant an orchard, prune trees, irrigate, fertilize,
mulch the soil, weed, and compost, as well as how to meet the many chal-
lenges of nature. Youth have learned how to battle white flies, ground
squirrels, high winds, alkaline soil, and countless weeds.

Familiar with buying vegetables at the supermarket, many of the youth
had no idea that carrots grew in the earth or that watermelons grew on
vines above the ground. They better understand the struggles their ances-
tors endured to survive in the desert and have learned to appreciate the
hard work involved in making the fields yield crops. Youth have learned
what a tree-ripened peach tastes like, and the difference between fresh and
store-bought produce. More important, they know the feeling of sharing
their produce with others and what it means to rise at 5 a.m. and put in 4
hours of hard work each day.
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Once the crops are carefully harvested by hand, the produce is washed,
packaged, and prepared for sale or distribution to members of the commu-
nity. Many youth from the center and the alternative school have partici-
pated in preparing meals, utilizing the produce they helped grow. They
have learned to cook traditional meals with tepary beans, cholla and
saguaro cactus buds, corn, squash, and wild spinach—most of which are
valued for their ability to prevent or control the diabetes that is prevalent
in the community. Many of the youth have tasted foods made from desert
and native crops for the first time, and through the Tribal Health Nutrition
Program, healthier dietary choices are being introduced to the youth and
the community.

Distribution of farm produce has been made possible by two consecutive
grants from Share Our Strength, a local nonprofit organization. Food,
seeds, and more than 200 deciduous fruit trees have been made available
to community members at minimal or no charge. The University of Ari-
zona agricultural extension agent, assisting the farm from the beginning,
has also provided demonstrations and information to the youth and the
community on starting a garden, controlling pests, and pruning and caring
for fruit trees.

Farm plots have also been made available to interested community groups,
such as the local youth residential program, and to the National Institutes
of Health (NIH) as part of a diabetes prevention project. As it is harvested,
farm produce is distributed to the Commodity Foods and Elderly Nutri-
tion Programs, elders, and others. In this way, the youth not only share in
their tradition of giving but provide a valuable community service. The
Work Incentive Share Program (WISP), using funds from the sale of farm
produce, provides pay to participating youth for their work on the farm,
based on number of hours worked and shares earned. Youth work on the
farm until their sentences have been completed.

Vechij Himdag Alternative School
The need to create a community-based alternative school became evident
upon analyzing the successes of the center's own school. The alternative
school serves several vital needs for its delinquent population: (1) enabling
youth who have been released from detention to continue their individual-
ized education within the community; (2) serving as a transitional program
to reintegrate youth into the community; (3) providing support to families
of these youth; (4) serving as an alternative disposition; (5) providing a
structured program for youth on probation; (6) reducing delinquent be-
havior and recidivism; and (7) providing the youth a strong foundation
based upon their cultural identity and heritage.

Admission involves a comprehensive assessment that includes an exten-
sive psychosocial history and measures academic achievement level, self-
esteem, and vocational aptitude and interest. In addition, records are
gathered on the student's prior educational, delinquency, and mental
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health histories. Together, this information serves as a baseline from which
to measure student progress and as a basis for making appropriate refer-
rals for the student and the student's parents.

Family involvement and participation are essential aspects of the alterna-
tive school. Parents are required to sign a school participation agreement,
volunteering their time in a variety of ways such as teaching traditional
arts and crafts or tutoring. A parent advisory board and monthly parent
meetings serve to involve parents in school planning and decisionmaking.
Communication between school staff and parents is maintained through
home visits, telephone calls, and parent visits to the school.

Students, parents, and school staff jointly develop an individualized plan
for each student, including a wide range of areas such as substance abuse,
health, behavior, education, and vocational skills. A case manager meets
weekly with each student and/or parents to discuss progress and any
problems interfering with attainment of the student's goals. Weekly indi-
vidual and group counseling is provided for the students by staff from lo-
cal agencies such as the Alcohol and Drug Abuse Program, Behavioral
Health, Family Planning, and Tribal Social Services. The family counselors
from the center also provide weekly cognitive skills training to students.

Community service is an integral part of the alternative school. Students
become involved in community cleanup projects such as repainting over
graffiti on homes and community buildings and maintaining community
cemeteries by repainting crosses and removing trash. Because these ser-
vices are highly visible to the community, such projects serve to change the
community's perception of these youth.

In collaboration with the tribal Employment and Training Program, stu-
dents also participate in the Job Training Partnership Act (JTPA). Through
placement in local job sites, they gain direct work experience and specific
vocational skills. Students ineligible for JTPA due to age or income serve
as apprentices in local job sites. The vocational component is modeled after
the Communities As Schools Program, with students' vocational experi-
ences expanded upon through an integrated curriculum. Students leave
the Vechij Himdag Alternative School when they are ready to enter the
public school system, anywhere from 3 months to 2 years after enrollment.

Results and Impact
Performance Measures
Although quantitative measures have not been designed or implemented
for the farm project thus far, informal observation has revealed change and
improvement in the attitudes of participating youth and reduced resis-
tance to participation in the farm project. A survey instrument is being de-
veloped to better assess such changes.
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In addition to profile information on students, the alternative school com-
piles quantitative data on attendance, grades, recidivism, self-esteem, ca-
reer interests, and goals based on pre- and post-testing. The real
performance measures, however, are the students who have achieved solid
educational goals that they might not have achieved without the program.

Implementation Problems and Successes
Lack of adequate farm equipment and staff has been the major implemen-
tation problem confronting the farm project. In addition, work on the farm
requires a higher level of commitment from staff, who are also learning to
reconnect with their agrarian roots. Higher numbers of youth and lack of
staff prevent getting enough youth out to the farm at one time. A building
is also needed for storing and distributing produce.

The need for a larger alternative school became evident soon after the
school's opening. Its waiting list continues to grow, and school staff have
had difficulty keeping up with the high number of inquiries and requests
for admission. Additional funds are being sought from the tribe and the
State's Charter School Program to double the school's size.

Successes and Accomplishments
While quantitative measurement of the O'Otham Oidak Farm Project is dif-
ficult, approximately 5 tons of fresh produce have been distributed
throughout the community since program inception. The farm project has
served as an inspiration and model for many community and school gar-
dens, and other tribes have visited the farm and expressed interest in be-
ginning farms and gardens in their communities. The Jemez Pueblo in
New Mexico utilized O'Otham Oidak as a model for a similar farm project
with their delinquent and at-risk youth.

The Vechij Himdag Alternative School has had incredible success, reduc-
ing recidivism from 84 percent to 14 percent among the students it serves.
While many of these youth had previously not attended school for as long
as 3 years, the alternative school's student attendance has averaged be-
tween 85 percent and 92 percent. In less than 2 years of operation, the
school has helped 10 students earn their 8th-grade diplomas, and 8 stu-
dents have passed or are completing their General Equivalency Diplomas
(GEDs). Three of these students have continued on to community college.

Prospects for Replication
Both programs are easily replicated in Native American and non-Native
American communities. As with any program, success depends on inter-
agency support and collaboration and the full support of the community.
Both program models can easily be adapted as needed, with the scope of
the projects adjusted to meet the needs and resources of almost any com-
munity. The cost for starting these programs is moderate in comparison to
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the cost of keeping a youth in detention. Although the O'Otham Oidak
farm is 10 acres in size, this is a variable that can be easily adjusted to meet
a community's budget and resource limitations.

Contact Information
Laura Yergan
Executive Director
Gila River Indian Community Juvenile
   Detention and Rehabilitation Center
P.O. Box 219
Sacaton, AZ 85247
520–562–3373
602–899–9856 fax
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California

City of Oxnard Operation
Revitalization Grant Program

Statement of the Problem
The City of Oxnard has a broad range of economic foundations. The target
area of this program is known as the Colonia and has been compared to
the East Los Angeles area. The Colonia has approximately 10,000 citizens,
of whom about 95 percent are Hispanic. The average income for the major-
ity of these citizens is at the poverty level. The main source of employment
in the Colonia is agriculturally based. The average daily wage for an 8-hour
day is $34, and the average family size is five people. Nearly half of the
housing in the Colonia is owned and managed by the Housing Authority,
and a large portion of the residences is supplemented by Section 8 housing.

Due in large part to these conditions, there is an exaggerated amount of
crime in the Colonia, an area that has become well known in Ventura
County as a source of narcotics and violence. In 1992, there were 932 nar-
cotic and alcohol-related arrests. Geographically, the Colonia comprises
about one-eighth of the overall 25 square miles of the city. The city's cur-
rent census population is approximately 144,000, with an estimated 15,000
undocumented residents.

In 1992 the City of Oxnard had a total of 3,736 juveniles referred to juvenile
probation youth services and 5,522 youth referred to juvenile intake. The
Colonia accounted for 57 percent of these youth. Data indicate that there is
a large problem with drug and alcohol abuse in the Colonia. This problem
affects the community and the students' ability to attend and succeed in
school. The very nature of substance abuse leads to a variety of crimes, and
assaults involving substance abuse are common in police contacts with
teenagers. Because of the small number of juvenile facilities in the city and
county, many teen substance abusers are not handled in the same manner
as adult abusers.

There is a strong need for a communication link between law enforcement
and the schools with regard to youthful substance abusers. A conservative
estimate would be that only 25 to 30 percent of these youth are being
handled in a criminal and/or intervention manner. Although there are
programs in place to assist these juveniles, there is no consistent manner in
which they are being handled. The majority of drug- and alcohol-related
citations, particularly for first-time offenders, are handled informally
through their attendance at specifically designed diversion classes and/or
liaisons with school-based programs such as the Student Assistance
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Project. As a result, the school is unaware that many students have a drug
or alcohol problem.

Delinquency prevention is often inconsistent in providing support for the
schools due to increased caseloads and lack of coordinated efforts with law
enforcement involvement and ongoing school activities. There is a need for
combined efforts in providing delinquency prevention services to students
in the target area. Further, there is a general lack of awareness among com-
munity members about ongoing community partnership programs, juve-
nile focus action committees, and community pride-based action groups in
Oxnard.

Due to insufficient staff and funding, the juvenile offender has been al-
lowed freedoms not awarded to adult offenders. The inability to punish
juvenile offenders has resulted in a disregard for law enforcement and the
court system. In 1992 Public Housing compiled a needs assessment of the
Colonia. A major portion of this report indicated crime as the number one
concern of the majority of residents. Of major concern was the increase in
juvenile crime in the target area, and residents expressed fear of leaving
their homes. Second among their concerns was the overall condition of the
Colonia and the lack of community involvement.

Goals and Objectives
The main goal of the program is to improve the lives of teenagers in the
Colonia. Suppression of and intervention in criminal activity, improvements
in neighborhood appearance, and increases in pride and education among
all residents of the target area are the main objectives of the program.

Program Components
The program is a five-component collaborative effort involving the Oxnard
Police Department (OPD), Youth Services of the Corrections Services
Agency (Juvenile Probation), the Oxnard Union High School District,
Ventura County Alcohol and Drug Programs, and the Skills Training and
Retention (STAR) Program. Two police officers and one representative
from each of the other agencies work as a single unit. These members,
along with representatives from the Ministerial Association and El
Concilio, make up the project steering committee.

OPD and Juvenile Probation began the program by initiating contacts
within the target area and utilizing existing probation files on juvenile of-
fenders. During the startup period, the officers assigned to the project
made merchant and citizen contacts, established an office in an existing
Colonia storefront, and used print and radio media to inform the citizenry
of the program. Also during this time, members of the other participating
agencies were involved in the planning process.
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The full program was activated in September 1993. Arrests and placement
with the project probation officer were initiated at this time. The probation
officer uses prior criminal history and current charges to determine the
disposition of the offender. Offenders are placed in the Student Assistance
Program, classes and counseling with a part-time group psychologist, and
existing Youth Services classes through the probation department, or are
referred to an Alcohol and Drug Program (ADP). Serious felony offenders
are sent through the court system.

Once offenders are placed into an ADP, they undergo an intensive 12-week
program. This program includes components for the substance abuser and
the offender's family. Teacher and parent education are handled by the
OPD Youth Services officer using an already established curriculum. Upon
completion of an ADP, the offender is placed into the Skills Training and
Retention program. This intensive, long-term program builds self-esteem,
provides job skills training, and provides job placement.

Throughout the 18-month program, community improvement is supplied
by the Public Works Department with the assistance of the beat coordina-
tor. Improvements in lighting, quicker graffiti removal, neighborhood
watch programs, street and alley cleaning, and neighborhood councils
make for an improved living situation within the target area. Each compo-
nent of the program is described below.

Oxnard Police Department. Two street-level officers are assigned to the
Colonia. The officers work with existing storefront officers, Housing Au-
thority personnel, neighborhood councils, and other departmental units in
identifying and dealing with problems in the Colonia neighborhood. Their
duties include drug and alcohol investigations and arrests involving juve-
niles between the ages of 14 and 18 living in the designated area or involv-
ing incidents occurring in or near any school attended by target-area
youth. Various police techniques are utilized. Sales and use cases are in-
vestigated on the street and on Oxnard High School and Rio Mesa High
School campuses. Arrests are referred to the assigned project probation of-
ficer. The officers refer substance abusers to the district attorney for pros-
ecution or directly to the probation officer assigned to the Operation
Revitalization Program.

Juvenile Probation Officer. The juvenile probation officer assigned to the
project handles only those juveniles referred to him or her by the street
team officers. The primary purpose of the juvenile probation officer is di-
version of appropriate minors who are cited through informal handling
and participation in an established school or community-based interven-
tion/counseling program. The probation officer assists in developing and
establishing community-based delinquency prevention and parent educa-
tion programs within the Colonia.

To be screened and diverted through this program, minors must be at least
14 and not older than 17 years of age, reside in the targeted area, and have
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committed a substance abuse or alcohol-related offense. The following fac-
tors are considered by the Probation Officer in determining whether a mi-
nor should be diverted through the grant project: the prior history of the
minor, the seriousness of the current offense, and the willingness of the mi-
nor and parents to accept an informal handling of the offense.

The following minors are not diverted into the program:

❑ Those cited who do not fall within the specified age or who do not live
within the targeted area.

❑ Those whose alleged conduct would be a felony.

❑ Those who are or have been wards or dependents of the court.

❑ Those who have other referrals or petitions pending.

❑ Those who are or have been on informal probation.

❑ Those who pick up their fourth and subsequent citations.

❑ Those who are arrested or cited for an offense that must be referred to
the District Attorney's Office.

❑ Those who have circumstances that indicate that the filing of the
petition is necessary to promote the welfare of the minor or to protect
the public.

The probation officer works daily with the street team and is responsible
for the juvenile's disposition. Referrals are made on a case-by-case basis.
Referrals can be through probation services, school programs, or county
drug and alcohol programs. The probation officer is responsible for direct
contact with the assigned school liaison personnel.

Oxnard Union High School District Personnel. The high school district
provides one half-time clerical assistant to maintain the program's records
and one half-time school liaison. The school liaison's duties are to coordi-
nate with the assigned probation officer as juveniles are arrested and dis-
position is given. A current list of arrestees is maintained and provided to
school officials. If the juvenile is assigned school programs, these are
tracked by the liaison. The school liaison makes regular contact with the
participating clients. Referrals for family counseling are generated by the
school liaison.

One half-time drug/alcohol therapist works with arrested juveniles. The
program includes an established curriculum geared toward grade levels 9
through 12. Parental workshops focusing on drug and alcohol abuse and
their effects on the family, family parenting classes, gang awareness, and
family group training are conducted when possible. Parental cooperation
is sought in all cases. When possible, lessons are taught in a student’s na-
tive language.
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The drug/alcohol therapist:

❑ Conducts self-help and/or counseling as part of the ongoing counseling
for students in groups or on an individual basis.

❑ Maintains personal interaction with students and acts as a positive role
model.

❑ Monitors and evaluates student behavior on campus.

❑ Schedules and supervises afterschool activities geared toward self-
esteem building.

❑ Provides an onsite contact person for the student during school hours.

❑ Makes referrals to other agencies as needed.

Ventura County Drug and Alcohol Program. Arrestees are assigned on a
case-by-case basis to the program. A preestablished program is adminis-
tered to the juvenile and includes family counseling. This program is uti-
lized at the discretion of the probation officer and takes place within
church facilities, a traditionally safe place for gang members.

The Level I diversion curriculum includes assessment of the client's drug
use, education about chemical dependency and other related issues, per-
sonal awareness related to drug use, and individual counseling. The total
curriculum takes 12 weeks to complete. The information and personal
awareness sessions are offered in 2-hour segments. A 261/2-hour commit-
ment is required of the client to complete the diversion program.

Beyond ensuring that there is a cognitive understanding of the curriculum,
staff consider the various learning styles, the range of skill levels, and the
need to reach the client at an effective level. A multisensory and interactive
approach is used in delivering the diversion curriculum.

The Level II diversion curriculum includes the assessment and information
components from the Level I diversion curriculum. Additionally, Level II
is an intense self-discovery process featuring a series of guided discussions
focused on examining individual and family-related risk factors, under-
standing the client and the addiction process, understanding the client and
the recovery process, and exploring personal and community resources. In
addition to the contact hours required in Level I, Level II demands 24
hours in group processing plus 6 individual counseling sessions for a total
of 561/2 contact hours.

Skills Training and Retention Program. Serious offenders may be placed
in the STAR program for job training and placement. STAR is a 490-hour
program aimed at the total person. Through self-esteem building, behavior
modification, and job skills training, the client is given the opportunity to
make a positive lifestyle change. Onsite job training is provided in an ef-
fort to afford the client a new perspective. Closely monitoring the process
of the client throughout the training cycle enables STAR personnel to make
changes in the curriculum to ensure success.
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One new program component involves the public housing units and in-
cludes sports activities, a teen pregnancy program, and Saturday night ac-
tivities. In another new component, called Citizens on Patrol, citizens
trained by police officers patrol the streets and alert the police to suspi-
cious activity via donated cellular phones. Placement into one of these pro-
gram components is determined by the project probation officer.

Results and Impact
Implementation Problems and Successes
Initially, problems were encountered with community understanding of
the program. Fear of police and selective enforcement was voiced by com-
munity members. This problem was overcome by continual contact with
citizens on a personal level. School personnel were initially very slow in
understanding and cooperating with the program. A buy-in by school per-
sonnel became a reality only after extensive inservice training and the re-
porting of successful results from youth already in the program. The
program has experienced a problem in that parents of children in the pro-
gram were being arrested for drug sales. Twenty-seven percent of these
parents admitted to being drug users. This problem can be corrected if the
parents' probation terms are amended to mandate their attendance in alco-
hol and drug abuse classes. Program staff are working with adult proba-
tion to bring this about.

Successes and Accomplishments
The main success of the program has been the response from youth. Of
great interest has been the influx of self-referrals from substance-abusing
youth into the program. After observing the success of their peers in the
program, many youth refer themselves to the program either through
schools or through campus-assigned officers. Also of note has been the ad-
dition of more services from other city and county agencies. El Concilio, a
local community-based organization, added services for family counseling
and job skills training. Public housing added sports programs, pregnancy
counseling, and citizen patrol services in the target area.

The original projection for the number of youth referred to the program
was 400. As of June 30, 1995, 781 youth had been in the program. Of this
total only 22 were referred for court intervention. Assigned narcotics offic-
ers were responsible for 323 arrests for sales and/or possession of narcot-
ics. Neighborhood buy-in has been tremendous, with the original target
area going from the worst in the city to one of the cleanest. The City of Ox-
nard experienced one of the lowest crime rates in the State during the first
6 months of 1995, with daytime burglary dropping 39 percent. This can be
attributed to the number of youth involved in the program during that
time.
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The program has received awards and recognition at local and State levels.
It has been featured on “Prime Time” and “Walter Cronkite's Victory Over
Violence” television programs. The program has gone citywide during the
past year due to its success, and neighboring cities have expressed interest.
The City of Oxnard Operation Revitalization Grant Program is also fea-
tured on a local television program called “Street Beat.”

Prospects for Replication
The project could be easily replicated and modified to fit in most cities. A
multicomponent approach and support from all parties involved ensures a
strong foundation. Teamwork and careful personnel selection are impera-
tive to a successful program. To date the program has been introduced to
schools and police departments in Utah, Texas, Rhode Island, Florida, Illi-
nois, and Massachusetts.

Contact Information
Gino Rodriguez
Detective
Oxnard Police Department
251 South C Street
Oxnard, CA 93030
805–385–7602
805–483–8408 fax
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California

FALCON Narcotics Abatement Unit

Statement of the Problem
Los Angeles, with a population of 3.6 million people, has the second high-
est volume of narcotics cases in the United States. The Los Angeles Police
Department (LAPD) made 34,547 narcotics-related arrests in 1994, an in-
crease of nearly 11 percent over the previous year. A recent intelligence
briefing to the chief of police identified narcotics “hot spots” throughout
the city. The 5-year statistical overview of narcotics arrests and seizures
demonstrates the need for a strategy beyond traditional enforcement.

Narcotics-related nuisance activities have also mushroomed, particularly
in low-income neighborhoods. Property values in these neighborhoods
have steadily deteriorated as a result of neglect, abandonment, or inad-
equate city services. Drug dealers and gang members vandalize structures
and intimidate residents and business owners, furthering neighborhood
decline. Residents, often unaware of available resources and ignorant of
ways to fight back, live in a state of siege. Researchers have documented
the relationships among drugs, crime, and neighborhood disintegration.
When residents see active drug dealers, flourishing “drug houses,” and
blight conditions, they feel that the police and the community have lost
control and perceive their neighborhoods to be inadequate environments
for raising children and establishing businesses.

Traditional law enforcement excludes other governmental agencies, fails to
tap community resources, and overlooks the potential for cooperation of
property and business owners in abating narcotics-related problems. Tra-
ditional abatement is often unable to provide long-term solutions to crimi-
nal nuisance problems because it is too site specific and fails to consider
other neighborhoods' needs. To address these shortcomings, the Focused
Attack Linking Community Organizations and Neighborhoods (FALCON)
Narcotics Abatement Unit was initiated in November 1990 with grant
funding from the California Office of Criminal Justice Planning.

Goals and Objectives
FALCON is an innovative, comprehensive program for abating narcotics
nuisance activity in communities. The FALCON Narcotics Abatement Unit
is a multiagency task force comprising personnel from LAPD, the City
Attorney's Office, and the Department of Building and Safety.
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FALCON's primary goal is to curtail crime and urban blight in drug-infested
neighborhoods through a concentrated, coordinated effort by police, pros-
ecutors, and regulatory and service agencies working closely with commu-
nity groups. The program stresses teamwork, recognizes the importance of
law and code enforcement in eliminating narcotics and related criminal ac-
tivity in targeted neighborhoods, and addresses factors that create envi-
ronments receptive to crime.

The program's major objectives are (1) eliminating narcotics nuisance loca-
tions by encouraging cooperation of property owners, filing narcotics
abatement lawsuits, and seizing real property; (2) establishing an inte-
grated network of law enforcement and government agencies, community-
based organizations, and concerned citizens; (3) providing neighborhood
crime prevention and education programs to residents and businesses in
targeted areas; and (4) fostering community coalitions among property
owners, tenants, residents, and business owners.

Program Components
Teams of police officers, prosecutors, community resource specialists, and
regulatory inspectors develop and implement approaches to address spe-
cific needs of neighborhoods. FALCON personnel include a lieutenant (of-
ficer in charge), sergeant, detective, seven police officers, a management
analyst, and a senior clerk typist from LAPD; a supervising assistant city
attorney, two deputy city attorneys, two community resource specialists
(administrative coordinators), a legal assistant, and a legal secretary from
the Los Angeles City Attorney's Office; and a senior mechanical building
inspector from the Los Angeles Department of Building and Safety.

Identifying and Targeting Nuisance Locations. FALCON investigating
officers and city attorneys collect and review information about narcotics
nuisance locations provided by citizens, community groups, local police
divisions, and city councilors. Police officers conduct surveillance, prepare
search warrants, and make arrests to follow up complaints of narcotics ac-
tivities. Prosecutors and investigating officers review all data and evidence
to determine the appropriate abatement remedies.

Coordinating Multiagency Investigations. FALCON personnel help to
develop strategies for criminal and regulatory enforcement in targeted ar-
eas. Code inspectors, local police officers, and anti-gang officers are con-
sulted during various stages of FALCON investigations, and FALCON city
attorney personnel research the legal aspects of search and seizure, issues
relating to regulatory enforcement, and the filing of criminal and civil ac-
tions. Attorneys also tailor probation conditions to prohibit convicted nar-
cotics dealers from returning to targeted areas.

Evaluating Nuisance Remedies. FALCON city attorneys and police officers
examine possible remedies such as voluntary abatement, civil abatement,
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property seizure and forfeiture, and criminal prosecution. To determine
which remedies will be most effective in abating particular nuisances, city
attorneys and investigating officers review investigative packages contain-
ing narcotics-related crime, arrest, and property reports linked to nuisance
properties as well as property title reports, zoning ordinances and vari-
ances, business and operating licenses, and property owners' other real
property assets.

Notifying Property Owners. As required by the California Health and
Safety Code, FALCON city attorneys notify property owners of all relevant
narcotics activities associated with particular properties and of the legal
sanctions that may be imposed.

Conducting Property Owner Hearings. FALCON personnel compile com-
prehensive property profiles detailing criminal activity and deteriorating
building conditions. These profiles are presented to property owners at
city attorney hearings. FALCON city attorneys, police officers, and the
building code inspector advise owners of narcotics activities and code vio-
lations at their properties and work with them to develop nuisance abate-
ment plans. Owners are given timetables for complying with codes and
implementing improvements to deter narcotics activity. FALCON city at-
torneys also advise owners of the civil and criminal sanctions that can be
imposed for failure to abate nuisances voluntarily.

Filing Civil and Criminal Lawsuits. FALCON city attorneys prepare
abatement filings and review forfeiture cases against owners who fail to
voluntarily abate nuisances at their properties. Prosecutors file criminal
cases against property owners and tenants who fail to comply with orders
issued by regulatory inspectors.

Forming Community Impact Teams. FALCON emphasizes neighborhood
block projects, allowing the unit to cover broad areas. FALCON commu-
nity resource specialists, with the assistance of FALCON police officers
and prosecutors, develop Community Impact Teams (CITs) to launch
multipronged attacks on crime in targeted neighborhoods. CITs comple-
ment community policing by increasing patrols, identifying chronic of-
fenders, evicting drug dealers, screening tenants, and enforcing building
and safety regulations. FALCON develops CITs to enhance dedicated mu-
nicipal services in blight areas.

CITs are organized around committees devoted to particular issues, in-
cluding enforcement, enhancement, community outreach, education, hous-
ing, and economic development. The aim of CITs is to galvanize residents
to work with government, local social service agencies, and each other to
improve the quality of life in their neighborhoods. CITs concentrate on
neighborhood outreach, organizing residents, teaching crime prevention
techniques, providing apartment manager training and neighborhood
beautification; they bring government services to bear on problems such as
inadequate street lighting, graffiti, abandoned cars, and poor sanitation.
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Community resource specialists facilitate interaction and act as liaisons
with law enforcement, regulatory, and service agencies; community
groups; city council staff; and property and business owners.

Fostering Community Coalitions. FALCON community resource special-
ists work to develop coalitions of residents, property owners and manag-
ers, and business owners in each targeted area to enhance neighborhood
ability to regain control and improve the quality of life. The specialists as-
sist existing neighborhood watch groups in identifying and expressing
community concerns; improve communication among owners, tenants,
and the police; and provide neighborhood crime prevention programs.

Educating Property Owners and Tenants. FALCON personnel train own-
ers to screen prospective tenants, identify chronic offenders, and manage
apartments. They also provide neighborhood beautification and crime pre-
vention training and resources for owners and tenants.

Training Police Officers and Prosecutors. To facilitate implementation of
LAPD's community policing approach, FALCON police officers and city
attorney personnel have developed an LAPD and Police Officer Standards
of Training (POST)-approved training curriculum for all LAPD senior lead
officers. These lead officers are specially assigned to coordinate law en-
forcement efforts and act as community liaisons in particular areas. The
nuisance abatement training provides the officers with essential tools to
target nuisance locations and develop ties with city council staff and mu-
nicipal service agencies. Outside law enforcement and prosecution agen-
cies also receive training based on the FALCON model for narcotics
abatement.

Results and Impact
Performance Measures
The program's success can be measured quantitatively by reviewing the
reduction in residential and commercial narcotics locations and the num-
ber of police calls for service, narcotics arrests, and drug-related crimes, as
well as numbers of substandard properties and amounts of blight noted in
a targeted neighborhood. Further quantitative measures include the num-
ber of neighborhood block projects completed; community impact teams
established; property owner, tenant, and business owner coalitions
formed; and training sessions provided to law enforcement and prosecu-
tion agencies. Qualitative measures include survey results from residents
in a targeted area, declarations of satisfaction from senior lead officers and
community members, and observations of improvements in the physical
conditions in a targeted neighborhood.
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Implementation Problems and Successes
Initially, officers selected for the FALCON program had received training
only in traditional law enforcement techniques. The FALCON approach re-
quired officers to learn narcotics abatement procedures in the context of a
neighborhood-based drug control strategy. As officers developed expertise
in the FALCON methodology, they also gained tenure and became eligible
for promotion within LAPD. Under the current LAPD organizational struc-
ture, officers are required to transfer to a new assignment upon promotion.
This systemic turnover creates a need for continual training of new officers.

FALCON is a comprehensive effort involving three separate agencies. Ini-
tially, the distinct organizational hierarchies presented coordination diffi-
culties, which required changes in operating procedures.

The program was also hindered by a lack of relevant legislation. FALCON
staff and supporters were obliged to draft legislation and lobby for its ap-
proval in the local and State legislatures. These laws covered trespassing
and loitering with the intent to commit a drug-related offense.

Additionally, FALCON has been unable to assist many geographic areas
within the city due to limited staffing and the lengthy time commitments
required for neighborhood revitalization projects. A recent citywide sur-
vey resulted in 154 requests for FALCON block projects. Personnel alloca-
tions prevent FALCON from undertaking more than two block projects
and numerous site-specific locations at any given time.

Successes and Accomplishments
From January 1991 through June 1995 the FALCON program identified
and reviewed 2,505 properties referred for possible abatement and initi-
ated 1,052 investigations. Of these investigations, 854 resulted in successful
abatements through arrests, service of search warrants, code enforcement,
building demolition, property owner management training, evictions,
hearings, and civil or criminal proceedings. FALCON personnel are moni-
toring most of the remaining properties for voluntary abatement. Eleven
neighborhood block projects and community impact teams, representing
nearly 7,000 residential units, were established.

More than 500 training sessions were conducted for community groups,
LAPD and other law enforcement personnel, and prosecutors. Training
manuals on narcotics abatement procedures, abatement pleadings, and
real property forfeitures were prepared and distributed to more than 500
law enforcement, prosecutorial, and other municipal agencies. The forfei-
ture manual was accepted for publication and distribution by the U.S. De-
partment of Justice, National Criminal Justice Reference Service (NCJRS).
In addition, FALCON collaborated on the publication What You Need to
Know About Gangs and Drugs: A Handbook for Property Owners in Los Angeles.
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Nearly 250 hearings with owners and managers of targeted properties
were conducted, and 1,563 followup visits were made to evaluate compli-
ance. Six injunctions were obtained subsequent to the filing of narcotics
abatement lawsuits, and 23 FALCON-initiated matters filed by the U.S.
Attorney's Office resulted in Federal asset forfeiture.

FALCON has received national and local recognition for its creative neigh-
borhood revitalization strategies. Presidents Clinton and Bush have both
praised FALCON. The program has also been commended by the Bureau
of Justice Assistance and was nominated for the Webber Seavey Award for
Quality in Law Enforcement and the Helen Putnam California Cities
Award of Excellence. In 1992, FALCON received a commendation from the
Los Angeles City Council for its exemplary work in revitalizing the Lanark
Park area, formerly notorious for drug dealing. Additionally, FALCON
has received the Los Angeles City Quality and Productivity Commission's
Productivity Improvement Award for the past 2 years. Results from resi-
dent surveys and declarations of satisfaction from senior lead officers and
community members also attest to the program's success.

Prospects for Replication
FALCON has been recognized for its ability to produce lasting results. Po-
lice and prosecution agencies from a number of cities have sent representa-
tives to Los Angeles for training from FALCON personnel. Other agencies
have requested and received copies of FALCON's training manuals so they
can develop programs based on the FALCON model. Several cities have
replicated all or significant components of the FALCON program.

The prospects for replicating the FALCON program are excellent. Its com-
mon sense approach is easily duplicated by jurisdictions willing to commit
existing resources, including police officers, prosecutors, community orga-
nizers, code inspectors, and other municipal service providers. The partici-
pation of local governmental agencies, citizens, and community-based
organizations is necessary for FALCON's neighborhood-based drug con-
trol strategy.

A police department policy requiring each officer to commit time to the
program with the opportunity for promotion within the program tends to
bolster success. Program organizers considering replicating the FALCON
model must examine the availability of civil and criminal nuisance abate-
ment remedies in their jurisdictions. They must also determine which gov-
ernment legal counsel is authorized to initiate abatement proceedings.
Implementing a maintenance program after the initial narcotics nuisance
problem is solved helps ensure that the problem does not return. Police of-
ficers and community members must be vigilant to prevent illegal activity
from returning to the neighborhood.
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Contact Information
Lieutenant Jerry Szymanski
Officer in Charge
FALCON Narcotics Abatement Unit
1645 Corinth Avenue
Room 107
West Los Angeles, CA 90025
310–575–8910
310–575–8920 fax

Mary Clare Molidor
Supervising Assistant City Attorney
FALCON Narcotics Abatement Unit
1645 Corinth Avenue
Room 107
West Los Angeles, CA 90025
310–575–8500
310–575–8546 fax
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Colorado

Adolescence Cognitive
Healing Program

Statement of the Problem
The Southern Ute Tribe has limited resources and treatment options avail-
able to deal with problematic Indian youth. Substance abuse by Indian
youth residing on the Southern Ute Indian reservation continues to be an
area of great concern due to its excessive nature and the high level of toler-
ance exhibited by youth as young as 13 years of age. Substance abuse, lim-
ited problem-solving skills, and dysfunctional families appear to have a
direct effect on a youth's willingness and ability to modify his or her be-
havior patterns to experience educational undertakings in a positive and
beneficial manner and to avoid criminal or destructive actions which can
often lead to serious involvement with the criminal justice system.

In the absence of a highly structured environment such as detention, the
Indian youth who are adjudicated as delinquents often demonstrate no
inclination to modify their behavior or to address the underlying issues
resulting in court involvement. Local treatment programs normally
utilized in an attempt to divert Indian youth from detention have proven
ineffective in the vast majority of cases. Limited funding and the desire to
avoid removing Indian youth from their homes to a detention facility in
Blanding, Utah, have severely restricted the rehabilitative options available
to the Southern Ute Tribal Court.

The Adolescence Cognitive Healing Program effectively deals with problem-
atic issues relating to alcohol and substance abuse by Indian youth. The pro-
gram reduces the need to detain Indian youth and provides benefits to the
Southern Ute Indian Tribe by reducing the number of adults requiring incar-
ceration in the future through the stopping of negative behavior during youth.

Goals and Objectives
The goal of this program is to provide delinquent Indian youth between
the ages of 13 and 18 with cognitive skills and programs that help reduce
or eliminate the need for detention. Research indicates that recidivism is
reduced when youth successfully complete an appropriate cognitive re-
structuring program. The Adolescence Cognitive Healing Program focuses
not only on reducing the recidivism rate among Indian youth but also on
diverting Indian youth from reaching the stage where formal adjudicatory
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proceedings are required. To accomplish these goals the following objec-
tives are necessary:

❑ Reduce and prevent drug and alcohol abuse.

❑ Heal the internal wounds of Indian youth.

❑ Build self-esteem, creativity, patience, confidence, and problem-solving
skills in each youth.

❑ Reunite youth with their culture through planned activities.

❑ Divert high-risk youth from involvement with the juvenile justice
system.

Program Components
The Adolescence Cognitive Healing Program is administered through the
tribal court and serves nine Indian youth at a time. These youth have ei-
ther been adjudicated as delinquents by the Southern Ute Tribal Court and
are currently being held in detention, are subject to possible future deten-
tion, or are determined to be at risk for future involvement with the justice
system. The program collaborates with various departments such as tribal
education, probation, school, and social service as well as the Tribal Coun-
cil and utilizes tribal members to teach program sessions.

The Adolescence Cognitive Healing Program offers counseling, artistic en-
deavors, traditional sessions, and educational field trips for Indian youth
who participate in a total of 36 hours of sessions. Discussion topics include
violence, death and grieving, enhancing tradition through education, cul-
tural awareness, self-esteem, alcohol and substance abuse, patience, herbs
that heal, horticulture, and the Annual Bear Dance. Hands-on experiences
are also used and may include some of the following programs.

Art Work. This session teaches patience through beading and emphasizes
that artwork expresses what an individual feels and who he or she is.
Youth complete beadwork using bright colors, which symbolize happy
tones and a happy life.

Storytelling. Traditions and information about cultural events and cer-
emonies are passed down by elderly tribal members through stories that
emphasize their meanings and importance. Elders teach the youth how to
build these traditions into their lives.

Healing Through Herbs. Many youth turn to alcohol to “heal their pain.”
This session teaches the youth how to bring themselves closer to their in-
ner selves by giving them confidence in knowing that they can use herbs to
heal themselves naturally rather than alcohol and drugs.

Shape Up Program. This program includes a session offered by the Colo-
rado Department of Corrections at the Arkansas Valley Correctional Facil-
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ity. Selected youth are taken to the facility to be exposed to the reality of
prison life through discussions with inmates. A second field trip to the fa-
cility requires parental accompaniment and involvement.

Field Trip to The Home of Sam English, Sr. Youth experience art and
learn about an Indian artist's experience with alcoholism. The use of art as
a form of expression is emphasized to keep youth from turning to drugs
and alcohol.

Camping Out Trips. Youth use the following cultural traditions during the
trip: tepee setup, hunting, horticulture, nature hikes, horseback riding,
cooking, and storytelling. The purpose of the trip is for youth to enjoy the
environment and experience the land around them. At the conclusion of
the trip, youth are expected to use skills they learned to find their way
back home. This activity requires self-confidence and assertiveness to
make decisions in order to return home.

Talking Circle. This activity offers the opportunity for youth to express
themselves and discuss their problems. The talking circle takes place in a
natural setting, usually during a camping trip.

All program activities are inner related and focus on teaching youth self-
confidence, patience, assertiveness, creativity, and the use of traditions to
help them cope with their problems and lead positive lives.

Results and Impact
Performance Measures
The program measures its success based on the following indicators: (1) a
comparative study based on the behavioral changes in the program partici-
pants, (2) recidivism rates, (3) number of traditional skills taught to youth,
(4) evaluations of artistic projects, (5) number of youth diverted from adju-
dication, (6) tribal council feedback, and (7) number of youth successfully
completing the program.

Implementation Problems and Successes
A lack of available resources such as transportation, equipment, and mate-
rials was an implementation problem. In some cases it was difficult to
achieve parental involvement because many parents did not want to admit
or show their problems to others in the tribe. Some parents are alcoholics
and substance abusers, which creates a bad environment and poor role
models for the youth. To counteract this, the program tries to expose the
youth to positive role models throughout all activities. The program also
hopes to involve past program participants to act as mentors to the youth
currently involved in the program.
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Successes and Accomplishments
There were positive responses from the counselor, the probation de-
partment, the youth and their families, and the Tribal Council. The
program expanded youth cultural awareness through various hands-on
experiences. To date, only one of the youth has reoffended and is involved
in the judicial system. The youth in the program have many negative is-
sues to deal with in their personal lives. The program can only hope that
the teachings will provide guidance to resolve these difficult issues.

Prospects for Replication
To replicate the Adolescence Cognitive Healing Program, traditional and
nontraditional teachings must be designed to enhance a youth's natural
creative abilities, build self-esteem and cultural awareness, and support a
positive approach to life. Appropriate programming for minority youth
and gender-specific services are recommended. The program should also
make use of community members in all aspects of program development
from planning through implementation.

Contact Information
Elaine Newton
Tribal Judge
Southern Ute Indian Tribe
P.O. Box 737
Ignacio, CO 81137
970–563–0100
970–563–0396 fax

To date, only one

of the youth has

reoffended and is

involved in the

judicial system.



27

Monograph

District of Columbia

Public Housing Orchestra Program

Statement of the Problem
The District of Columbia has long struggled with violent and drug-related
crime. According to research by the Metropolitan Police Department, over-
all crime increased 9 percent between 1989 and 1993. During that period,
rapes and assaults increased 74.2 percent and 55.9 percent, respectively.
The department also reported that homicides increased markedly in the
1980s and have failed to recede. Crime has had a dramatic effect on the
city’s public and assisted housing population.

Children and youth who reside in public housing and lower income com-
munities are continually exposed to drugs and violence. Violence has be-
come an everyday occurrence for these residents. Without constructive
activities to turn to, these children have little hope of changing their pre-
dicament. Middle- and upper-class neighborhoods may face similar ob-
stacles on a smaller scale, but children growing up in these communities
have greater opportunities for education and advancement. In contrast,
young people in public housing and lower income communities do not
have the same educational and enrichment opportunities. Their economic
situation can change the focus of their goals from academic and profes-
sional growth to mere survival. For example, according to the Department
of Public and Assisted Housing’s (DPAH’s) 1995 demographic statistics,
the average household income for families in public housing is $8,132,
which provides families only with bare living essentials such as food,
clothing, and medical expenses.

DPAH has undertaken projects that provide youth with activities such as
organized sports and recreational programs that expand children’s minds,
enhance their natural abilities, and directly address the social ills existing
in the city’s public housing developments. The Levine School of Music has
worked closely with DPAH in the planning and implementation of the
Public Housing Orchestra (PHO) Program.

Music should be viewed as a tool to spark children’s imaginations, build
self-esteem and feelings of self-worth, promote chances for social interac-
tion, and provide a useful outlet that can transport a youngster away from
a life of violence and hardship to a life of greater hope and opportunity.
Organized recreational and cultural activities have proven successful in
deterring drug use, crime, and violent activity. Further, the skills that the
Levine School’s PHO Program promote, including self-motivation, disci-
pline, and socialization, serve youngsters not only on a short-term basis,
but throughout their lives.
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Goals and Objectives
The primary goal of the PHO Program is to turn young people away from
the temptations of drug abuse, gangs, and violence and involve them in
more constructive, meaningful, and productive activities that develop cre-
ative abilities, build self-esteem, and nurture a sense of empowerment and
self-worth.

Program objectives are to:

❑ Provide positive and constructive alternatives for at-risk youth.

❑ Provide opportunities for at-risk youth to acquire specific skills, a sense
of mastery, personal fulfillment, and the discipline that accompanies
music activities.

❑ Increase the number of children from minority communities and lower
income families who receive music instruction at early ages and
introductory levels.

❑ Provide children with effective and dynamic artistic role models
through direct experiences with musicians from diverse cultural, ethnic,
and international backgrounds.

❑ Provide potential professional skill development for youth and expand
employment opportunities for public housing residents.

❑ Improve the public image and perception of public housing
communities.

Program Components
Music instruction is provided at the Frederick Douglass Center year round
to students in groups of four for 40-minute sessions. Each child receives
lessons once per week September through May and twice per week July
and August. Clarinet, piano, saxophone, violin, early childhood music, and
vocal classes are offered to students ages 5 through 18.

Music instruction is also provided at the Holy Comforter School to groups
of four students for 40-minute sessions once per week September through
May. Violin, viola, cello, percussion, trombone, trumpet, and vocal classes
are given to students ages 5 through 18.

Summer Music and Arts Camp takes place July and August half-days for 4
weeks. Thirty students in grades 3 through 6 are involved in instrument
sampler (introduction to four instruments), voice, dance, percussion, in-
strument making, and visual arts. Youth ages 12 to 15 serve as apprentices
to the younger children.

Three recitals occur each year during winter, spring, and summer on pub-
lic housing properties or at other program sites.



29

Monograph

Members of the Kinara Quartet, a very talented and dedicated Washing-
ton-based African-American string quartet, serve as instructors and artist
mentors in the program. A large portion of the Quartet’s repertoire in-
cludes music written by African-American composers. The Kinara Quartet
members and 5 other African-American artists provide musical instruction
and mentorship at the 2 sites and perform 10 concerts during the year at
public housing properties and other community venues.

The Pre-Orchestra Training Program involves early childhood music
classes that provide children the opportunity for self-expression and self-
discovery through movement, improvisation, playing of simple percussion
instruments, and singing. This program is provided to children ages 18
months to 7 years so that when the children are ready to channel their mu-
sical interest, they will be integrated into the PHO Program. Students are
drawn from child care centers and the neighborhood, all within walking
distance to the Frederick Douglass Center.

The purpose of the Minority Teacher Training in Early Childhood Music
Program is to train teachers and caregivers who are not musicians about
developing children’s learning through music and movement so that these
media may be included in their lives on a daily basis. This is an expansion
of Levine’s ongoing Early Childhood Teacher Training Program, which in-
cludes scholarships for minority candidates who currently work or plan to
work in a child care or caregiver position.

The curriculum is fashioned in sequential stages beginning with introduction
to instrument technique, musical notation, style, and interpretation. Students
are expected to progress to the best of their individual abilities from elemen-
tary to advanced levels, to perform in ensembles, and, within 1 to 2 years, to
perform in an orchestra. Each student’s skill development is evaluated by
Levine faculty members throughout their musical and artistic studies.

Daily attendance records are maintained on each student in the program.
Two consecutive absences result in a telephone call from the staff. If there
is no telephone in the home, either a relative or neighbor is contacted and/
or a letter or visit to the home occurs. Three absences within the context of
a semester initiate a parent-teacher conference at which the reasons for the
absences are discussed and appropriate measures are determined.

Results and Impact
Performance Measures
The Levine School expects that the PHO Program will annually provide 75
to 90 young people (approximately 95 percent will be African American)
between the ages of 5 and 18 with comprehensive musical instruction, op-
portunities to attend professional performing arts events, artist mentoring,
and performance opportunities. The artistic, musical, disciplinary, and



30

Bureau of Justice Assistance

technical skills taught will serve program participants for as long as they
choose to continue their studies. Further, the program will nurture social-
ization and developmental skills.

Appropriate indicators for the success of the program include participant
attendance and length of study as well as professional evaluation of stu-
dents’ skill development and willingness to actively participate in program
activities. Furthermore, Levine faculty and administrators will follow the
personal and academic progress of participating students. Students and
their instructors will be surveyed to determine the effects of the PHO Pro-
gram in reducing students’ engagement in crime and drug activity.

Faculty, administrative staff, and board members at the Levine School,
along with participating community organizations, will continue to evalu-
ate the PHO Program in terms of student attendance, skill development,
performance, peer response/feedback, and the overall impact of the pro-
gram on participants’ lives.

Implementation Problems and Successes
One major programmatic shift occurred in the program’s first year. Origi-
nally, Levine planned to bring all program participants to the main cam-
pus in Georgetown. However, this concept was unrealistic for two reasons.
First, the facility is not easily accessible by public transportation. Second,
busing numerous participants would have been logistically and financially
unrealistic. Levine staff worked with the Department of Public and As-
sisted Housing as well as other District housing providers to identify ideal
sites for instruction in the students’ communities.

Because of building renovations, the second community site at the Eastern
Branch Boys and Girls Club facility was not available for classes in Febru-
ary and March 1995. It closed abruptly, causing the program to be tempo-
rarily suspended until a new location was secured. Lessons started again
in April, and students from that site were transported by a rented bus to
the Levine School once a week until the close of the semester in May 1995.
In June 1995, a church-affiliated school, Holy Comforter, was selected as
the site to continue this portion of the program. It is in close proximity to
the Eastern Branch facility. The Holy Comforter facility offers greater flex-
ibility and space to maintain and expand the program in the near future.
The program did not experience great student attrition because of the
move.

Major challenges include maintaining a presence within DPAH. As the po-
litical landscape changes, it will remain a continual challenge to keep new
staffers informed about the project.

Managing the program’s development from paper to reality was a chal-
lenging process. Much has been learned about logistics, institutional staff
changes with DPAH, and managing broad cultural perspectives.
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Securing an authentic relationship and interchange between the programs
in public housing communities and the main campus has also been a chal-
lenge. Levine’s philosophy of inclusion is often difficult in its actualization,
especially when it involves a complex program such as this one.

Successes and Accomplishments
At the Frederick Douglass Center there was 98-percent retention of stu-
dents finishing classes in June and returning in September 1994. Students
arrive early and sometimes stay for the later class. The children attend
class regularly and are progressing with their skill development. Students
who attend class consistently are allowed to take their instruments home
on a regular basis, and not one instrument has been lost or stolen.

Staff at the community sites are extremely accommodating, helpful, courte-
ous, and proud of the program and its effect on the center. The teachers are
very pleased and positive about the students’ progress and attentiveness.
The mentor portion of the program has been manifested through the bond
that has developed between teachers and students. Teachers talk with stu-
dents outside the classroom and some have even taken students, on their
free time, to various cultural events.

The Kinara Quartet has had a positive impact on the program. Since May
1994, the quartet has performed in the community once a month in such
sites as public housing properties, the Sumner Museum for D.C. public
school students, and retirement communities. They have also performed
twice in the Foyer Concert Series at the Kennedy Center and were featured
performers at the Corcoran Gallery for the “I Have a Dream” Foundation
Gala in May 1995. Two members of the quartet were involved in a compos-
ers’ workshop featuring two of America’s foremost African-American
composers, George Walker and Hale Smith. Four PHO faculty members
coached Levine’s PAL (Partners and Levine) Program students in a work-
shop at Levine in February 1995. In addition, Kinara Quartet members
have received ensemble coachings since June 1994 with renowned conduc-
tor Michael Morgan, who is artistic adviser to the PHO Program.

Levine’s mission of excellence and accessibility is being significantly ad-
vanced through the expansion of its community outreach programs. Chil-
dren living in traditionally underserved areas continue to be introduced
and exposed to music as a much-needed and vital form of self-expression.
Music is more accessible to them at critical developmental stages in several
communities not previously a part of Levine’s targeted community. Also, a
real connection is being made between the artists/teachers and public
housing neighborhoods. Children who otherwise might not be able to af-
ford music lessons are introduced to music in various forms without cost
being an issue. Children are experiencing positive reinforcement with the
introduction of different styles of music to their lives and are obtaining a
sense of focus, discipline, and self-esteem through creative expression.
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Neighbors and neighborhoods have the opportunity to see and experience
the creative process happening where they live.

The PHO Program, its students, and the Kinara Quartet have been fea-
tured on nationally broadcasted National Public Radio’s “Performance To-
day” and on the local Public Broadcasting System (PBS) radio station,
WAMU–FM. In addition, the program was the subject of a feature article,
with photographs, published in the Washington Post on July 27, 1995.

Three community recitals have taken place, with attendance by commu-
nity members and government officials, including representatives from the
U.S. Department of Housing and Urban Development.

Prospects for Replication
Replication of the PHO Program is definitely possible if the programs re-
flect and include the communities they serve and understand how vital it
is to incorporate the needs and desires of the targeted community and its
population. Without their involvement and cooperation, programs cannot
work to everyone’s advantage. Also, program staff should realize and un-
derstand how to manage the evolution of a program’s development from
paper to process in order to best serve the needs and interests of the recipi-
ents, the provider of the service, and the funders. In order to have a lasting
and positive impact on the community, a continued presence of the found-
ing music school is needed over an extended period of time to forge a
stronger bond with the students and the community.

Contact Information
JoAnn M. Williams
Director of Outreach Programs
Levine School of Music
1690 36th Street NW.
Washington, DC 20007–2391
202–337–2227
202–337–2268 fax
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Florida

The Eckerd Family Youth Alternatives,
Inc., Re-Entry Program

Statement of the Problem
A longstanding concern in the juvenile corrections field has been the fail-
ure of correctional facilities to reduce the recidivism rates for substantial
numbers of juvenile offenders coming out of secure commitment pro-
grams. Variables identified as contributing to this problem include youth
moving from highly structured, supervised environments to the unstruc-
tured community; lack of community intervention services; home environ-
ments plagued by high levels of violence, chaos, and dysfunction;
substance abuse; poor educational services; and high dropout rates.

Eckerd Family Youth Alternatives, Inc., a private, nonprofit corporation,
contracts with the Florida Department of Juvenile Justice to operate one of
the State’s training schools, the Eckerd Youth Development Center
(EYDC), in Okeechobee, Florida. Created because of a belief that tradi-
tional aftercare services were inadequate to address the needs of youth,
EYDC expanded its contract with the State in 1985 to operate its own after-
care services.

Goals and Objectives
A cornerstone of the Eckerd philosophy is that institutional goals and pur-
poses must have a discernible bearing upon a youth’s return to community
life. This belief clearly implies that aftercare cannot be separated from the
institution by system or structure, which suggests that the aftercare con-
cept is somewhat of a misnomer. Therefore, Eckerd considers its aftercare
services a re-entry program, the goal being to provide an integrated resi-
dential/aftercare treatment program for youth in which individual re-
entry goals drive treatment plans from the first day of admission to the
institution or residential program through discharge from supervision.

Program objectives include:

❑ Teaching delinquent youth to behave responsibly and to live
independently within their communities.

❑ Developing a clearly defined effort by staff to maintain a sense of
continuance between the residential and aftercare portions of each
youth’s program.

Eckerd considers its

aftercare services a

re-entry program.
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❑ Placing a greater value on community living than on institutional
conformity throughout the residential institution.

❑ Making parents full partners, not just bystanders, in the process.

❑ Building strong, high-quality relationships between staff and residents
in which each party accepts responsibility for the relationship’s
successes and shortcomings and in which positive reinforcement and a
sense of self-worth are key components.

Program Components
The re-entry program’s primary component is its re-entry counselors.
These counselors live and work in the communities where the youth will
be returning. They operate out of home offices, are required to do exten-
sive traveling to the facility, and are provided auto allowances, pagers, and
long-distance calling cards to accommodate this arrangement. Because
counselors are scattered throughout southern Florida, managers are strate-
gically located to be within a 2-hour drive of counselors to provide super-
vision. Managers also use home offices and are further equipped with
laptop computers and fax machines to facilitate communication with their
central office support at the facility. All staff are salaried and are expected
to work nontraditional hours, which include some weekends and eve-
nings, depending upon the needs of the clients. They are on call 24 hours a
day, 7 days a week.

Upon admission to the residential facility, all youth are assigned a re-entry
counselor. Within the first 30 days of admission, counselors have face-to-
face contact with the youth, make home visits to the family, review exist-
ing assessments and case files to determine the risk classification of the
youth, and develop re-entry goals that will drive the treatment plan. Their
research provides the residential staff with a working knowledge of issues
facing the youth, important family needs, and reasonable resources avail-
able to the youth from his or her family and community upon release,
thereby ensuring that residential and nonresidential goals are reasonable,
attainable, and reality based.

Throughout a youth’s residential stay, the re-entry counselor is an integral
influence, building the critical bridge between the youth, the community,
the facility, and the family via monthly contacts with both the youth and the
youth's family. Such contacts help counselors to establish and develop rela-
tionships that will make re-entry services less intrusive upon release as well
as resolving any community placement issues before that time. Counselors
also provide families with transportation if necessary and help them secure
services that can assist them in preparing for the youth’s return, including
parenting classes, substance abuse counseling, and basic needs assistance.

Re-entry counselors intensify their involvement when the youth reaches
the transition stage of the residential program. The transition stage is the

Throughout a

youth’s residential

stay, the re-entry

counselor is an

integral influence.
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time between accomplishment of the majority of the residential phase
goals and discharge. At EYDC, this is approximately 60 days prior to re-
lease from the residential component of the program. During this time,
agreements and performance contracts are made among youth, family,
residential staff, and the re-entry counselor.

During transition, the re-entry counselor’s duties revolve around home
visits and the youth’s upcoming discharge. Youth are allowed one or more
home visits at which they are to address family, education, vocation, em-
ployment, independent living, mental health, substance abuse, and physi-
cal health. Such visits are not considered a reward or incentive but rather
an essential component of the re-entry program. These visits allow contact
with community services and resources and a gradual reintegration into
the family. Re-entry counselors attend these meetings to assist the youth in
accomplishing his or her objectives and to evaluate the family or place-
ment source. When necessary, the youth’s release can be delayed if any
placement issues need to be resolved. Other counselor duties during the
transition component include transporting youth to appointments and job
interviews, scheduling visits to schools for enrollment purposes, meeting
with youth and family for intervention and support counseling, attending
all treatment team meetings, and participating in youth evaluations and
the discharge decisionmaking process.

Upon the youth’s release, re-entry counselors provide intensive supervi-
sion and structure, allowing the youth to slowly reintegrate into a less
structured community. Re-entry counselors meet the youth in their com-
munities within 24 hours of release to review the goals and objectives of
aftercare. Performance and supervision contracts are signed by the youth,
family, and counselors and include the youth’s individual competency
goals, completion of court sanctions, appropriate curfews, and public
safety needs. Re-entry counselors also ensure that the youth and family se-
cure the services they need, that the youth’s enrollment in school or em-
ployment is successful, and that the youth has appropriate leisure time
activities/recreation such as community service projects with counselors.
For all high-risk youth, the typical contact schedule for the re-entry phase
of the program is a minimum of three face-to-face contacts between coun-
selor and youth per week, both scheduled and unscheduled, as well as two
telephone contacts. Contacts vary in location between a youth’s home,
school, and place of employment. One additional face-to-face contact and
telephone contact occurs with the family. Throughout the re-entry phase,
counselors maintain regular contact with schools, securing progress re-
ports and being available to school personnel and employers for any emer-
gencies or assistance. In many cases, a counselor is able to de-escalate
situations, preventing school suspensions as well as motivating the youth
to continue with his or her studies or work.

As the youth progresses through the re-entry program, the goal is to raise
his or her level of self-sufficiency within the limits of the law. If the youth
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clearly demonstrates consistent responsible behavior, the frequency of con-
tact may be reduced. Any proposed decrease in contact schedule by the re-
entry counselor is first approved by the manager. Increases in contacts are
also allowed when necessary to ensure a youth’s adherence to program
standards or when the family and/or youth are in crisis. Simply put, con-
tact schedules are need driven, not calendar driven.

The average length of stay in a residential program for re-entry high-risk
youth is 9 months. Once a youth has completed his or her re-entry plan,
the counselor petitions the court for direct discharge. In most cases, all
court sanctions must be completed prior to the discharge request.

Results and Impact
Performance Measures
The primary performance measure is the contract that is developed and
agreed to by staff, family, and youth. Contracts provide information on
residence; school enrollment; employment; special needs; and rules, regu-
lations, and sanctions required by the counselor or the court. Other perfor-
mance measures include number of client contacts, progress reports,
number of successful completed contracts, recidivism reports, and 1- and
5-year plans.

Implementation Problems and Successes
Staff. Due to the nature of field work, staff have to be highly self-motivated,
self-disciplined, able to work independently without ongoing, direct super-
vision, and of high moral integrity. Special attention needs to be given to
staff recognition, workshops, retreats, and attractive compensation pack-
ages, including travel expense benefits. Re-entry workers are in the field
representing the organization. They need to be professionals and to be
compensated fairly for this increased responsibility. Low staff turnover in-
dicates that such requirements are being met.

Family. Family apathy and financial constraints are major challenges. For
re-entry counselors these problems require additional attention and ag-
gressive responses toward the family as well as additional counseling for
the youth to help him or her deal effectively with the situation.

Contracts and Contacts. High-risk youth are often unable to complete all
the requirements of their contracts, due to their high-level sanctions and
time constraints. Although these are considered unsuccessful terminations,
reports to judges on progress often indicate that the youth performed ad-
equately but that the sanctions were too difficult to accomplish. With re-
gard to counselor-client contacts, State audits have indicated that the
numbers have been lower than hoped.
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Geography. In reality, community-based residential programs are serving
youth in wider areas than the community where the residential program is
located, therefore requiring re-entry counselors to be deployed far from
the facility. This can hamper the counselors’ ability to be onsite for staff
meetings or visits and can result in too much of their time being spent
traveling rather than working with youth on re-entry. Creative methods,
such as substituting conference calling, faxing of information, and buddy-
system approaches (counselors covering for each other), were developed to
meet onsite requirements.

Agency Relationships. Providing re-entry to programs not operated by
the same unit can present unique challenges. There can be resistance from
both units to accommodating each other and no one authority to resolve
conflicts. This can be minimized by including within the contracts provi-
sions that revise State policies to reflect mutual goals and by requiring the
residential and nonresidential units to establish positive relationships and
clear expectations. Both sides need to be willing to be flexible in making
the model work, keeping the needs of the youth as the litmus test for all
decisions.

Caseload Sizes. An average caseload of nine youth on re-entry and four in
transition is workable for meeting contact schedules and completing other
services. The geographical areas, the distance between the youth super-
vised by a counselor, the distance between the counselor and the facilities
the counselor was assigned to, and the time devoted to paperwork and
court appearances all had to be considered when determining caseload.
There also needed to be a method for controlling numbers so the re-entry
program could adequately provide its services. While continuity of service
is best achieved when re-entry takes on the case from day 1 to completion,
a carefully controlled process for transferring cases should be in place in
the event it is needed.

Funding. Adequate funding needs to be available. Counselors need signifi-
cant compensation or the program will suffer from poor staff quality,
burnout, and high turnover. There should be an equitable auto allowance
if staff use their own vehicles, or dependable leased vehicles with mainte-
nance agreements. A heavy concentration of youth in one area will change
over short periods of time. However, it is impractical and unreasonable to
relocate staff over these short periods. To compensate in these per diem ar-
eas, the program accepts youth from other programs who reside in the
particular catchment areas.

Successes and Accomplishments
Since 1985, the Eckerd Re-Entry Program has been providing aftercare
services to youth being released from EYDC. Throughout the residential
component, the program has met with large success in providing and inte-
grating its own aftercare, managing accountability, and supervising the
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program in general. In the 10 years of the program’s operation, it has gone
from serving 176 EYDC youth to more than 500 youth from EYDC as well
as other State and privately operated institutions ranging from low- to
high-risk youth. As Table 1 indicates, the total number of clients served al-
most doubled, but the recidivism rates did not significantly increase. Fur-
ther, the number of youth staying in school or employed 12 months after
release from residential treatment almost doubled, consistent with the
doubling of the population served.

The program has also successfully expanded its number of intakes and du-
ties. In 1993, two Department of Juvenile Justice districts on Florida's east
coast contracted with Eckerd Family Youth Alternatives, Inc., to extend
their re-entry program to youth released from other private and State-
operated residential programs, adding almost 300 youth to the program
and doubling the staff group. As a result, the program expanded to in-
clude delinquency case management, which includes all tasks previously
associated with the State’s probation officer, including processing law vio-
lations, performing interstate compact work, and supervising recommitted
youth. This means that once a youth is committed to a residential program,
the case is transferred from the State to the Eckerd Re-Entry Program,
which maintains responsibility for the case until the youth can be dis-
charged from court jurisdiction or is admitted to a program that has its
own aftercare. The youth will be returned to the State only if he or she

Table 1. Eckerd Re-Entry Data

 * An additional 19.7 percent were awaiting trial.
** These youth were measured at 6 months following completion of the residential part of the program.

EYDC
Year Served CB Served Recidivism Employed School

1993–94 171 308 38.5% 36.1% 51.9%

1992–93 193 50 37.5% 18.5% 60.5%

1991–92 247 N/A 21.4%* 24.7% 39.0%

1990–91 239 168 39.3% 28.5% 39.0%

1989–90 263 N/A 31.9% 31.9% 41.4%

1988–89 235 39 22.0% ** N/A N/A
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re-enters the juvenile justice system. Therefore, the continuity of service for
youth in these areas is enhanced, and accountability is increased.

Prospects for Replication
The concept of implementing re-entry from the first day of a youth’s resi-
dential treatment has been highly successful and well received by the
State, as demonstrated by recent expansion efforts and duplication in the
State‘s own re-entry units. In fact, the Eckerd model has now been adopted
by the State of Florida and is reflected in its policies and procedures.
Thirty-three counselors are currently working in south Florida, covering
half the State from Tampa to Vero Beach. Successful replication requires
dedicated staff, strong youth-family-counselor relationships, and a belief
that youth can return to independent, responsible community living only
when aftercare is the main goal from intake to discharge.

Contact Information
Ron Stepanik
Vice President
Eckerd Family Youth Alternatives, Inc.
Juvenile Justice Services
P.O. Box 7450
Clearwater, FL 34618
813–461–2990
813–442–5911 fax

Holly F. Ventrano
Re-Entry Director
Eckerd Re-Entry Program
721 U.S. Highway 1
Suite 204
North Palm Beach, FL 33407
407–840–4865
407–840–4867 fax
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Georgia

The Atlanta Project—Public Safety
Component

Statement of the Problem
The Nation’s greatest domestic challenge is to improve the quality of life in
urban communities. Despite a vast array of government and private pro-
grams designed to find solutions, the problems associated with poverty
grow more severe each day. There is a sense of hopelessness among poor
families and an equally serious lack of hope among leaders who doubt that
any amount of additional funds or personnel will make a difference.

Atlanta is one of the most progressive cities in America. However, it is re-
ally two cities—one for those who are able to realize their dreams of suc-
cess, and one for those who lack the opportunities they need to break the
cycle of poverty. Crime and drugs touch every life, and unsafe streets and
blighted neighborhoods are a shared burden. Incarcerating an increasing
number of offenders and providing medical care for needy mothers and
their children are resulting in enormous costs. Therefore, what happens in
the city affects everyone.

Approximately 500,000 people live in the area that The Atlanta Project
(TAP) has targeted for help, including some of the poorest families in the
State of Georgia. Major problems are tearing apart these families and
crippling the city—instability at home, violence, drug abuse, teenage
pregnancy, substandard housing and homelessness, lack of health care
services, juvenile delinquency, high numbers of school dropouts, and
unemployment.

Goals and Objectives
The primary goals of TAP are to help Atlanta’s poorest communities gain
access to the resources they need to solve their problems and to unite At-
lanta as a community working to improve the quality of life in its neigh-
borhoods by empowering citizens to develop solutions.

The primary goal of the Public Safety Component is to provide an oppor-
tunity for individuals who work with TAP to improve their relationships
with each other and law enforcement officers, making their neighborhoods
safer.
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In an effort to fulfill the goals of TAP, the Public Safety Component seeks
to meet the following objectives:

❑ Establish public safety forums dealing with violence and drug abuse.

❑ Establish community watch programs.

❑ Develop crime reports and public safety resource lists.

❑ Present safety information seminars.

❑ Develop citizen advocacy groups.

❑ Develop a crisis hotline for kids.

❑ Implement community-based policing.

❑ Continue to develop partnerships with other agencies.

❑ Assist in the design of community awareness campaigns on public
safety issues.

❑ Implement a volunteer probation officer program.

Program Components
TAP is unique because it does not seek to duplicate or compete with other
groups. It aims to be a unifying force, putting people in touch with the
ideas and services they need. TAP is bridging the gaps where government
and private groups do not communicate and where different volunteer or-
ganizations unknowingly duplicate each other’s services. TAP calls upon
service groups to work together as a team and encourage government and
businesses to cut through the red tape that hinders change. TAP helps
communities organize under the leadership of neighbors and friends. It
asks communities in need to tell the rest of Atlanta what goals they have
and what help they need.

TAP’s structure is designed to make it easy for communities to find and
share fresh ideas and to recruit volunteers. The following areas are the
building blocks of the project.

Cluster Communities. These are TAP’s most basic units. TAP’s efforts are
focused on the needs of 20 neighborhoods or “clusters” in Atlanta and its
surrounding counties. Each cluster is centered around a high school and
the middle and elementary schools that feed into it. TAP’s energy is di-
rected into these communities, and TAP’s overall direction is set by them.

Cluster Coordinators and Assistant Coordinators. These help lead each
cluster. They are TAP employees who are chosen for these roles because
they have lived and worked in their communities for years. They are
aware of their neighborhoods’ needs because they are exposed to them ev-
ery day. Cluster coordinators and assistant coordinators are the communi-
ties’ spokespersons and links to TAP.
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Steering Committees. These help define each cluster’s message. Residents
of each cluster work together on these committees to set their neighbor-
hoods’ goals. The committees are divided into task forces that deal with
issues such as public safety.

TAP Collaboration Center Staff. These help the clusters carry out their
ideas and plans, and the center serves as a clearinghouse for information.
The center’s staff, housed at TAP headquarters, consists of a cluster sup-
port group and a resource team. The support group provides direct assis-
tance to the clusters on their activities and programs. The resource team
consists of senior professionals who have indepth experience in TAP’s ini-
tiatives and related areas. In the area of public safety, resource team goals
are to foster incremental change by the following methods: addressing is-
sues related to combating drug abuse; enhancing the relationship between
citizens and law enforcement officers; providing alternative activities for
community children; educating residents about the law, its processes, and
how it affects their lives; and informing residents about child safety and
health issues.

The Policy Advisory Board. The board is composed of veteran leaders
from TAP’s communities along with leaders representing Atlanta’s gov-
ernment, business, religious, and educational sectors. The board’s primary
responsibility is to set policy for TAP and to make the project accountable
for responding to community needs.

Volunteers. These are the backbone of TAP’s team. Thousands of people
from all over the city have volunteered to assist the project. They are work-
ing with cluster residents to form partnerships. TAP’s volunteers and the
residents of each cluster are the people who will make the project work.

The resource team is designed to promote collaboration at all levels. It is com-
posed of 12 coordinators, each with experience in the areas of art, children and
youth, economic development, education, health, housing, volunteer pro-
grams, service provider relations, legislative initiatives, training, and public
safety. It supports 20 cluster neighborhoods by responding to their needs, mo-
bilizing the necessary resources, and providing expertise to cluster organiza-
tions in the planning, development, and implementation of initiatives.

TAP’s cluster coordinators meet regularly with the cluster support team to
discuss the needs and concerns of each community. The cluster support
team, comprising professionals in each of TAP’s five functional areas, can
address each issue on an individual basis—catering to the needs of each
particular cluster. For example, in the area of public safety, resource coor-
dinators can provide resources such as inaccessible information, human
resources, technical assistance, or funds or help the community tap into
these resources by collaborating with agencies in the community. TAP has
a close relationship with the police department and gives it valuable com-
munity information to combat public safety problems in the community.
TAP has applied new approaches to solving problems associated with
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poverty in the metropolitan area. The resource team is one of the unique
features of TAP that allows it to address problems in a way that is different
from other philanthropic efforts.

Results and Impact
Performance Measures
Baseline data—including the number of people in attendance at cluster
meetings, community input data, and data elements collected by cluster
coordinators and community service providers—are gathered by TAP’s
cluster support team, which provides extensive data processing, analysis,
and technical support to each cluster. Community satisfaction surveys are
also collected on an ongoing basis.

The expected outcomes of TAP’s public safety component include a better
working relationship with law enforcement officers, strengthening of curfew
enforcement, safer neighborhoods, and greater awareness of safety issues.

Implementation Problems and Successes
In an effort to avoid any competitive turf battles, TAP was planned and
implemented with the message that it is not an organization that dupli-
cates or competes with other groups. At first, coordinators avoided being
put in a position of receiving or raising funds. Instead it was made clear
that TAP’s mission is to teach people how to access resources that are al-
ready in place. As a result, TAP is not perceived as a competitor but as a
nonpartisan facilitator.

Engaging community support is always a difficult task. However, commu-
nity members are the foundation of TAP. TAP coordinators found that by
collecting data from the community via surveys, community members’ in-
terests were sparked because their concerns were being addressed.

Successes and Accomplishments
After 4 years, TAP’s collaborative, neighborhood-centered approach is
making significant gains in the areas of public safety, health, and children
and youth where isolated attempts and bureaucracy have failed. The fol-
lowing represent TAP resource team key initiatives that directly address
the challenge of youth, drugs, and violence.

TAP Into Peace. This TAP-wide initiative focuses on violence as a public
health issue and seeks to help Atlanta adopt a more peaceful way of life.
The initiative was launched with a 5,000-volunteer neighborhood
walkthrough to ask residents to embrace peace as a lifestyle and to provide
them with information on community resources to prevent violence.
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In a survey conducted during the door-to-door campaign, more than 6,660
Atlanta area residents registered their opinions about what should be done
to make their communities safer. This survey marked the first time com-
munity residents had been polled on a large scale. Those surveyed pointed
out gun control, increased police patrols, closer personal contact with law
enforcement, and more activities for youth as potential solutions to the
crime problem.

Survey results have been shared with the Atlanta city government, metro
county governments, the State of Georgia, and Federal agencies, including
the U.S. Department of Housing and Urban Development, in an effort to
foster grassroots solutions to crime and violence. The TAP Into Peace ini-
tiative continues to sponsor and facilitate community workshops, semi-
nars, and rallies on issues such as guns, conflict resolution, safety
education, student involvement, families, youth violence, and peace.

In response to an identified need for increased community police patrol,
TAP collaborated with the Atlanta Police Department in writing a grant to
the U.S. Department of Justice requesting funding for additional police of-
ficers. The grant was approved and resulted in the hiring of 20 additional
officers in two TAP cluster police zones.

Volunteer Probation Officer Program. In partnership with the Fulton
County criminal justice system, this program pairs TAP volunteers, trained
and deputized as probation officers, with first-time offenders. The pro-
gram provides individual mentoring, job training, self-esteem workshops,
excursions, motivational speakers, group sessions, and enrollment in Gen-
eral Equivalency Diploma (GED) programs. Participants enrolled in the
session who fulfill all of the directives of the court and attend the 11/2-hour
sessions twice a month have their probation time reduced by half.

At-Risk Youth. This cluster initiative by recreational centers provides
youth with an alternative to crime through seminars, workshops, forums,
and afterschool activities.

Future Force. This personal and leadership development initiative was de-
veloped to assist cluster youth in designing and implementing community
service projects. Future Force was formed as a partnership among TAP, the
U.S. Department of Defense, and Exodus/Cities in Schools. It currently op-
erates in 10 city schools and is being expanded to encompass 2,000 children.

Neighborhood Watch. This initiative makes a range of crime prevention
options available to citizens in the targeted communities. The initiative col-
laborates with local law enforcement to link the residents to police efforts.

Youth LIFE. Youth Legacy of Intercultural Fitness Education (LIFE) will
build upon the sports aspect of the Olympics to provide positive alterna-
tives for children to develop their bodies, minds, and spirits. This initiative
represents a partnership among Atlanta’s children and youth organiza-
tions, county and city school systems, parks and recreation departments,
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and the Atlanta Committee for the Olympic Games. The Metropolitan At-
lanta Boys and Girls Clubs is the lead agency on this initiative.

Super Stars. This culturally specific substance abuse prevention model
was developed and implemented by the Metropolitan Atlanta Council on
Alcohol and Drugs to heighten awareness of the dangers and potential in-
ducements to substance abuse for families with children ages 6 to 11 years.

Prospects for Replication
Since its inception, people around the country have looked to TAP to pro-
vide guidance in solving the problems that plague urban America. To
share this knowledge in the most effective way, The America Project was
established in 1992. The mission of The America Project is to use TAP’s ex-
perience to assist other communities in their efforts to improve their qual-
ity of life by undertaking broad, community-based, comprehensive
initiatives. In addition, The America Project serves as a catalyst and center
for such activities and works to link cities to create both information shar-
ing and advocacy opportunities.

Contact Information
Wallace S. Woodard, Ph.D.
Coordinator of Public Safety
The Atlanta Project
Carter Collaboration Center
675 Ponce de Leon Avenue NE.
Atlanta, GA 30307
404–881–3419
404–881–3477 fax


