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FOREWORD

A youngster's problems with the law rarely occur in isolation. More often, they are part of a
constellation of problems — family conflict, school failure, unemployment, emotional diffi-
culties and, in urban ghettos, inadequate housing and health care. Too often, those young
people with the widest range of problems are least aware and capable of using available com-
munity resources. Unresolved, the problems — and the problem behavior — continue.

The Neighborhood Youth Resources Center (NYRC) of Philadelphia provides a broad spectrum
of services through a single, easily-accessible source. Located in the heart of a high-crime,
inner-city area, the Center is open 13 hours a day. It provides both direct assistance and
carefully-monitored referrals to other community agencies.

Five kinds of services are offered: crisis intervention, individual casework, group work involving
counseling and educational assistance, referrals to cooperating agerncies, and legal representation.
Because NYRC believes that youth services should operate within the context of a community
center, recreational and cultural programs, counseling for youth on probation, and legal educa-
tion for neighborhood residents are also sponsored.

To provide the comprehensive help its clients need, NYRC has developed a unique purchase-
of-services arrangement with other community agencies. This system has brought to its
staff a lawyer from the Defenders’ Association, two roving leaders from the Department of
Recreation, two gang workers from the Youth Conservation Services and a juvenile court pro-
bation officer.

The Ceunter works with a target population of 4,000 young people between the ages of 10 and
17. In 1973, it served 1,027 youngsters with problems ranging from landlord-tenant disputes
to burglary, minor disorderly conduct, and status offenses.

The National Institute believes that the NYRC approach to handling youth problems should be
considered by other communities.

This manual provides a detailed description of the operations of the Philadelphia project. A

brochure containing a general description of the project is also available through the National
Criminal Justice Reference Service, Washington, D.C. 20531.

GERALD M. CAPLAN

Director
NILECJY
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GOT A MOMENT?

We’d like to know what you think of this document.
The last page of this publication is a questionnaire.

Will you take a few moments to complete it?
The postage is prepaid.

Your answers will help us provide you with more use-
ful Exemplary Project Documentation Materials.
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CHAPTER 1: PROJECT SUMMARY

1.1 Introduction

A 1970 study on juvenile delinguency prevention strategies, pre-
pared for the Youth Development and Delinguency Prevention Ad-
ministration of HEW, concluded that “unless more effective stra-
tegies are developed there will be nearly 1,500,000 juvenile-
cases handled by juvenile courts in 1977." The report further
anticipated that by the same year almost $1.5 billion dollars
could be saved in official court costs alone if juveniles could
be effectively diverted from the juvenile Jjustice system.

During the years 1966-72, gang warfare and deaths related to gang
warfare escalated in the city of Philadelphia, Pennsylvania to
levels far beyand that of any other mejor city. In one neighbor-
hood of this city, gang warfare was prevalent and indices of
juvenile delinguency and serious juvenile crime were alarmingly
high. 1In this setting the Neighborhood Youth Resources Center
(NYRC) began operations in the Spring of 1971. Over the past
+three years the program has succeeded inworking with the most
troubled and the most troublesome youth of an inner-city ghetto.

NYRC is not a typical referral agency, $ince it concentrates on
providing individual casework and follow-upservices. Although

the program utilizes the resources of over 190 agencies and insti-
tutions that provide services to youth, NYRC maintains close con-
tact with each youth to insure that the service plan is appropri-
ate. 1YRC continues to sponsor the youth during contact with one
or more of the cooperating resource agencies available. The indi-
vidual casework, -coupled with a weil developed resource network,
makes it possible to provide an entire range of services--college
scholarships, orthopedic and medical or mental health resources,
emergency housing or group home care, recreation and cultural pro-
grams, drug abuse treatment--without ever losing contact with the
youth or risking the danger that the youth will "slip between the
cracks" during service provision.
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This program manual is intended to provide new and developing
youth serving agericies with a perspective on the operations and
procedures of the Philadelphia program. The manual focuses on.
those elements of the agency's strategy that have contributed to
its effective response to community and youth needs. It has been
prepared as part of the Law Enforcement Assistance Administration's
Exemplary Projects Program, a nationwide effort to identify and
publicize outstanding criminal justice programs.

At the conclusion of this document, considerable emphasis is
placed on the issue of youth agency evaluation. Although cer-
tain elements of NYRC's service strategy may not be directly
transferred to programs in other jurisdictions, all programs can
share the ccncern for developing coherent, systematic evaluation
procedures. To assist program administrators and evaluators in
efforts to document program accomplishments and test and modify
alternative service approaches, the concluding discussion presents
guidelines for the design and execution of appropriate evaluation
activities.

1.2 Agency Goals

Philadelphia's Neighborhood Youth Resources Center has incorpor-
ated the service delivery strategies of traditional youth serving
agencies with the advocacy and system-change strategies of the
more recently-mandated youth service bureaus. Prior to a discus-
sion of the program's organization and service delivery mechanism,
it is important to examine the goals and objectives of NYRC in
the context of national and local youth serving policies.

At the inception of NYRC, the Office of Youth Development.(OYD)--
previously the Youth Development and Delinquency Prevention Agency--
of the Department of Health, Education, and Welfare, was in the
process of funding 30 companion projects. As demonstration youth
service systems, these projects would focus on institutional change
and incorporate the following objectives to measure their achliieve-
ments:

e Provide more socially acceptable and meaningful roles
for youth to reduce drop-out rates; open up job oppor-
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tunities; and stimulate the process of youth involve-
ment and participation in community life.

e Divert the youth away from the juvenile justice sys-'
tem into alternate programs, resulting in a reduction
in the annual rate of referral to juvenile courts.

® Reduce negative labeling by providing alternative
youth services in the community.

® Reduce youth-adult alienation,thereby increasing youth
participation in total community activities and lower-
ing rates of official delinquency.*

These OYD-stated objectives provided general direction in the de-
velopment of the NYRC program model, and were complementedby the
objectives set out by the Philadelphia Model Cities, NYRC's
original delegate agency: (1) prevent seriously "delinquent-
prone" youth from hecoming criminal; (2) offer a wide range of
well coordinated youth supportive services at the neighborhood
level; (3) insure sustained contact and follow-up through the

use of neighborhocod workers; (4) insure close work with parents
and other family members; (5) provide services to younger children;
(6) create new models of public-private agency coordination;

(7) insure effective citizen participation through the Model Cities
system; (8) provide intensive staff development opportunities with
hiring preference for residents of the Model Cities neighborhood.

The implementation of a project, which addressed both the OYD and
the Model Cities objectiwves, resulted in a delinguency prevention
strategy guided by both naticnal and local concerns. It was a
strategy for broad institutional change that incorporated the
interests of local neighborhood residents whose families would

be affected by the program.

i .

*
Gemigmani, Robert J., Delinquency Prevention, July 1972.
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1.3 NYRC as a Youth Serving Agency

Although many of NYRC's objectives are common to a range of youth
serving agencies, in some senses, the Philadelphia agency repre-
sents a unigue program type. It contains certain features asso-
ciated with youth services bureaus (YSB), but does not concentrate
on the basic function associated with the classic YSB-~that of
providing evaluation and referral services (with no further person-
to-person contact) for youth diverted from or otherwise prone to
entry into the juvenile justice system. It is a youth services
bureau, in the more generic sense of the term, providing extensive
direct services in addition to evaluation and referral services

to target area youth and their families. Although NYRC's principal
focus is the youth who receives direct services (the formal "client"),
there are large numbers of youths who also receive referral and
short-term assistance, This latter group, although not included ir
the project's records, participate in social, cultural, and other
activities sponsored by the Center. '

To summarize the program'’s major operational features, several cri-
teria commonly applied to Youth Service Bureau's are defined below
with a brief discussion of NYRC's response to each.

® The Coordination Role of Youth Service Agencies '

Many YSB's have mandates to (1) facilitate the coordination of
youth-serving and related community agencies with respect to the
services they presently offer youth; (2) to facilitate planning
efforts by community agencies and citizens to determine the unmet
needs of youth in a taxget area, and to assist in the development
of services to meet these needs by existing or created community
services; (3) to facilitate interagency coordination in the handling
of cases where more than one community agency has accepted rispon-

" sibility for a client; (4) to facilitate referral efficacy by and

between community service agencies.

NYRC does not perform a direct facilitator role to improve the
coordination of health and welfare agencies serving target area
youth. It does little to ferret out agency overlap. What it does

~.
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vigorously do is to seek to assure that other agencies actually
deliver their services to NYRC youth and their families. It

has countless written agreements, or verbal agreements confirmed
by letter, indicating what NYRC will do and what the other agency
is to do to ease the referral vprocess. NYRC prepares the youth,
his family, and the receiving agency for a referral. Further,
NYRC holds cooperative agencies accountable for the services they
agreed to provide and are organized to provide. Its youth are
held accountable as well. The means for holding dgencies
accountable i1s often no more than terminating referrals to a parti-
cular service. Because the NYRC program has effective community
linkages, their dissatisfaction with a service is often enough

of a 'stimulus for the agency to change.

e [nstitutional Change for Delinquency Prevention

A number of YSB's have sought to implement approaches aimed at
improving such areas as: educational system effectiveness, more
humane police treatment of juveniles, governmental accountability
for health and welfare services, and crime preventive merchant and
citizen strategies,

NYRC has consistently advocated improved policies for the city

and the state to reduce delinguency and to better serve youth,
including youthful offenders. The credibility of its parent agency--
The Crime Prevention Association--has been utilized well in this
regardf‘ NYRC i3 respected as a change agent; legislative and pro-
grammatic. In its day-to-day relationships with other community
agencies, developing from its concern in the individual case, it
has promoted new developments and improvements in the service
delivery capabilities of other youth serving agencies.

In its efforts with public service organizations, NYRC has facili-
tated the achievement of a more family oriented health care deli-
very approach. In its work with public educational services, it
claims some success in securing educational programs more attuned
to the children of its neighborhood. It has helped open up more
private and public recreational services.

* . »
* “The Crime Prevention Association (CPA) is the current delegate
agency of NYRC. 3See Chapter 2, Project Organization.
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® “The Direct Service Approach

YSB's which restrict their direct contacts with referred youth
to evaluating psychosocial and educational considerations, and to
referring the youngster to a panel of community health and wel-
fare services, have traded off the direct services role for the
expectation that existing comnmunity agencies will provide the
ameliorative services necessary for youngsters referred by the
¥YSB's. Theoretically, under this approach existing community
agencies will better accept suggestions from YSB's, and from com~
mittees formed through YSB!' s, geared to improve referral efficacy,
case coordination, and coordination of existing services.

A number of YSB's have begun with this approach, but either after
they have gained credibility, or after they have lost patience
in their search to find others who will fill unmet needs, launched
direct service programs themselves.

The provision of direct services is at the heart of the NYRC pro-
gram. In accepting responsibility for the youth of the area in
trouble with the law or prone to delinquency, NYRC provides,
directly, a greater array of services than typifies most youth
services bureaus. These include continuous individual counseling,
a variety of group counseling approaches, recreation programs,

job placement services, tutorial services, drug counseling, family
life education groups, and more.

Through its provision of direct services, and its overall advocacy
for youth, NYRC has achieved enormous credibility in its target
area among frequently distrustful youth and their families. Direct
services to youth, in this debilitated neighborhood, are critical

to delinquency reduction. No one else can presently do the job
of NYRC.

®  Diversion

Classically, YSB's, following negotiations with law enforcement and
juvenile court probation personnel, obtain signed agreements governing

| :
]

$

-

the types of youth who will be referred to the YSB. The agree-
ments often indicate that the YSB will routinely notify its re-
ferral source as to the actions taken, or services provided.
The initiation of the referral is performed by law enforcement
or probation personnel.

This process does not occur with NYRC. The reascns why this has
not been accomplishedrelate to certain political and social con-
ditions in Philadelphia, including tensions between NYRC and

some police, the seriousness of the ¢rime problem in Philadelphia,
and the backlog of the juvenile court. As a result, the Philadel-
phia system faces realistic constraints on the amount of time that
can be spent in seeking out alternatives for individual youths.

Nevertheless NYRC has developed workable procedures for linking
its efforts with police and court intake sources. These include
coordination with Juvenile Police Officers in the District Police
Stations and the employment of a Court Liaison Officer {(a regular
probation offlcer) to facilitate the diversion process. Addi-
tional detail on this link with the juvenile justice system can

be found in Chapter 3.0, Referral Sources and Diversion Procedures.

® Delinquency Prevention

NYRC's aggressive direct and referral service policies and its
commitment to reaching crime-prone youth-~-often independent of ‘
direct police or court referrals--have brought significant bene-
fits to the target community and its youth.

A four-month study, which compared target and non-target area
youth within two precincts, indicated that arrest rates for male
target youth were significantly lower for felony crimes and juven-—
ile status offenses. Within the latter category, truancy peti=-
tions were substantially lower:among target youth in both pre-
cincts. The results by sex and type of charged offense are
examined in Chapter 9, Section 9.5, Developing Evaluation Mea~ -
sures, Data, and Analysis.
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CHAPTER 2: PROJECT ORGANIZATION

2.1 Sponsorship

When the Office of Youth Development (OYD) of the Department of
Health, Education, and Welfare began making funds available through
the Model Cities Program for the purpose of establishing Youth Ser-
vices Systems, the Crime Prevention Association (CPA) was chosen
to serve as the delegate agency for the project in Philadelphia.

Founded in 1932 by a group of leading citizens, CPA is a private
social service agency designed to assist in the prevention and
control of youth crime and delinguency in the city. Since it boasts
forty years of experience in working closely with the Philadelphia
Police Department, Board of Education, Department of Welfare, and
the City Council, CPA was in a position to act as a catalyst in in-
tegrating a variety of community-based programs. Accordingly, when
the first store-~front Youth Service Center was established in 1971,
OYD provided a majority of the funding and CPA obtained commitments
of vesources and cooperation from the police, scliocols, and courts,
as well as other public agencies.

CPA is governed by a board of directors and an executive director,
who oversee the accomplishments of NYRC's project director. This
organizational scheme provides the Center freedom from the kinds of
administrative and political constraints which can often confront
programs administered through a mayor's office. At the same time,
since CPA enjoys a strong reputation in establishment circles and,
indeed, has often contracted with the city, it can draw on a
variety of public as well as private resources.

CPA encourages a broad range of inputs in its policy formulation.
Youth actively participate in NYRC decision-making through an Advi-
sory Committee. The Committee meets once a month to assess pro-
gram operations, determine future program needs and potential areas
of growth, and to give sanction to service or program changes.

Its membership consists of three CPA representatives, eight project

‘'youth, the parents of five project youth, eight community-at-

large representatives (including one youth), and members from the

13
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District Attorneys Association. Several youth have served as
evaluation resources for the Board of Directors. In addition, a
policy of hiring some project youngsters to serve on the Center's
staff has also encouraged grassroots participation in decision-
making. The large representation of youth on the Advisory Com-
mitee is but one example of NYRC's commitment to youth involve-
ment in the program.

The key feature of NYRC's sponsorship by the Crime Prevention
Association is, then, the fact that the projecc is under the aegis
of an established agency which is respected in the community, both
for its prior accomplishments in delinguency prevention and for

its openness to participation by representatives of the client popu-
lation and the existing political structure.

2.2  NYRC’s Neighborhood - Based Facility

CPA was a natural sponsor for NYRC because of its long experience

in running boys' and girlis' clubs, day care programs and other
youth-oriented projects in Philadelphia's ghetto. As a result,
when a first year of success encouraged HEW to sponsor another

CPA project, to be independent of Model Cities, a facility was
already available. In August, 1972, the Program opened its doors

in offices at the R.W. Brown Boys' Club, a converted railroad sta-
tion in North Philadelphia. For yvears the club had served as a h
community youth center offering recreation, cultural enrichment,

and day care.

NYRC operates as the most formalized part of a Community Center
umbrella. This concept not only supports the direct casework of
NYRC staff, but enables the provision of an impressive range of
additional educational, social and recreational activities for
both NYRC clients and other neighborhood youth. As part of a neigh-
borhood-based facility, NYRC is readily accessible to congregating
youth. Since the project is committed to providing services ‘when
youth and their parents are in need of them, the Center is open
over 13 hours a day, as well as weekends and holidays.

NYRC's target area éomprises much of the city's 9th and 23rd police
districts, an area of approximately 70 square blocks. Like most
urban ghettoes, it is characterized by high unemployment, single-

14
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parent families, and gang warfare. The arrest figures for youth
in North Philadelphia are double those for the city as a whole.
Deaths related to gang fights are not uncommon. Even those youth
not yet engaged in delinguent behavior often suffer from substan-
dard learning skills, poor medical care, or live in inadequate
housing arrangements.

NYRC's target population is approximately 4,000 youth between

the ages of 10 and 17. During 1973, the Center accepted 238
youngsters into its basic service program, all of whom were black
OF Puerto Rican and nearly all of whom were male. The basic ser-
vice program is the formal program for providing direct services
to clients. This direct service component is distinguished from
the more informal referral and social and recreational services
provided to hundreds of other youths who come into contact with
the program through the "Community Center." Therefore, including
recreation and day care services rendered, over a thousand youth
were served in some way during the year.

2.3 Organizational Structure

RNYRC has twenty-three (23) staff members; seventeen (17) full-time
and six (6) regular part-time employees. The staff consists of:
Project Director

Two Youth Services Coordinators (YSW)

Court Liaison Officer (CLO)

Lawyer

Psycbiatric Social Worker

Student Social Worker

Six Community Resource Workers fCRW)

Three Secretary/Clerics

Janitor

Three Community Resource Workers (CRW), part-time

Two Area "Gang" Youth Workers, part-time.

A distinguishing feature of the project's organization is the
use of purchase-of-service agreements. This arrangement greatly

15
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facilitates the wide community rolc performed by the agency.
Employees are paid either directly from the project's personnel
funds or on a consultant basis through purchase~of-service con-
tracts with other private or public agencies and departments
throughout the city. (The Appendix of this Manual contains
copies of these agreements.) For example, the Court Liaison Of-
ficer is under contract from the Court of Common Pleas, Family
Division; the Area "Gang" Workers are under contract from the
City Department of Public Welfare, Youth Consérvation Service;
the Attorney is under contract from the Defenders' Association
of Philadelphia; and the Psychiatric Social Worker is under
contract from the State Department of Welfare. These contract
agreements make it possible for the program to provide highly spe-
cialized services to its clients. Similar arrangements are being
negotiated to obtain the services of a sex education counselor,
a family and group counselor, and two drug prevention counselors
from other agencies in Philadelphia, as well as a police officer
from the Philadelphia Police Department. The contract agreement
arrangement, as opposed to direct staff ricruitment and hiring,
offers the distinct advantage of automatically c¢reating solid
linkages with ¢rucial agencies and departments which support
NYRC efforts. The Attorney, for example, came to NYRC with an
intimate knowledge of juvenile court, probaticn, and available
community legal services. Needless to say, she operates as an
effective link between NYRC and the Defender's Office.

In addition, the project has a number of "supplemental" staff who
work with the program clients at no cost to NYRC. These include:
(1) A first year graduate student in social work who does two

days of field work per week; (2) Two Assistant Community Resource
Workers who work 30 hours a week under the auspices of the Phila-
delphia Department of Recreation, Model Cities "Roving Leaders"
Program; (3) Two Youth Trainees, who work 20 hours per week under
the auspices of the Department of Recreation's Model Cities Devel-
opment Program; and (4) Four youths -who work 15 hours per week
under the auspices of the Neighborhood Youth Corps Program of

"the Philadelphia School District. The principal function of this

corps of additional staff is to serve as an outreach arm of the
agency. The "Roving Leaders" are particularly familiar with the
Model Cities neighborhood and are youths who have close rapport
with local groups. ' '

16
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NYRC has formalized the duties of each staff position in a set

of job descriptions, copies of which are contained in the Appen-
dix of this Manual. To summarize here, the Court Liaison Officer
coordinates referral cases from the court to NYRC. He also coun-
sels youth on probation and follows-up on cases to report

back to the court on the youth's progress. The Lawyer provides
legal counseling and defense for target youth and their families.
Also, she is a key member of NYRC's "Diagnostic Team," which
makes counseling and referral decisions. The Psychiatric Social
Worker, also a member of the Diagnostic Team, plays a large role
in the diagnosis and staff planning of treatment programs for youth.
The Student Social Worker assists in program research and develop-
ment and in the identification of specialized resources for

unique cases. The Community Resource Workers are principally coun-
selors. They carry an active caseload of no more than 25 youth,
coordinate the delivery and follow-up of services from other
agencies, and participate in the development of the treatment plan
for each client. The Area "Gang" Workers deal strictly with the
amelioration of gang conflict by spending the bulk of their time
on the street "rapping"” with gang youtn. The Program Consultant
is principally responsible for training, evaluation, supervision
of records and client files, and supervision of evening staff,
particularly the Community Resource Workers.

The Youth Services Coordinators--one a former Philadelphia police
officer and the other, a veteran of OEO and civil rights work--
and the P{oject Director work closely as a team in their responsi-
hility .for the delivery of quality services to clients and their

-families. They participate in the development of service plans,

monjtor the appropriateness of reférrals, and coordinate the re-
sources of other agencies and potential new resources for the pro-
gram. These staff members share the responsibility for hiring,
training, and supervising staff and the day-to-day functions of the
program. Since NYRC offers a broad range of services to clients,
facilitating cooperation among the various components of the program
is a crucial responsibility of the Director and Youth Services Coox-
dinators.

A community-based staff has been considered c¢rucial to the success
of NYRC. The project director, Richard Cox, and one of the present
Youth Services Coordinators, Carl Williams, have consistently en-
couraged the hiring of indigenous minorities--qualified individuals

17
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who live in the community and know the procblems of its yatth.

The result is a committed and credible staff at every level.
While the director's energies are, in large part, devoted to
serving as an administrator and funding-source liaison, virtually
all other employees are engaged in serving the client.

In order to provide ahigh quality of services to clients, while
maintaining a realistic view of the clients' needs and the ap-
propriateness of community services available, close staff coor-
dination must be maintained. This is accomplished through the
"team approach," whereby a client's needs are assessed by a num-
ber of different employees who advise the services coordinator in
"staffing~up" the case. Not surprisingly, the "extended. family"
of specialists working on a problem may even include the project
director, when the contribution of his expertise is useful. More
detail on this "staff team" can be found in Chapter 4.4, The Staff-
ing Plan.

The quality of NYRC's staff and the "service team" approach are
critical to the project's success. First, the hiring of indigen-
ous personnel means that the Program enjoys community credibility.
The fact that many of the staff grew up in the target area and,
indeed, may once have engaged in delinquent behavior, makes them
especially suited to understand the problems faced by clients.
This also means that the Center is able to handle youth with a
serious history of criminal behavior, not just those who are
considered "delinguency-prone."”

Because the Center's mandate is to provide direct services as well
as referrals,the staff is stimulated to take a deep and long-term
interest in the voungster. This generates client trust. Moreover,
since the youth may draw on the expertise of many staff, he or

she is encouraged to feel like a "member" of the service-delivery
team. The client's expectation .of success is further nourished

by the possibility that he or she may participate in the Center's
policy-making in an advisory role or paid staff position.

Figure 2.1 shows the organizational structure of NYRC and its re-
lationship to sponsoring agencies. As can be noted, NYRC is in a
unique position to secure access to a variety of services in

the community. The organization of -the project facilitates both

18

et et e}

i
£
:
i
4
§
3
3
i
F
1
T

-

.

Figure 1
NYRC/YSC ORGANIZATION CHART

Phitadelphia
Model Cities

Program

Office of Youth

Development of Health

j

Education and Welfare

1 .
! Part-time

l Fuli-time
["" -1

5| |8
c§ g Z
Qo2 e h
2% =
@ 55 kS
£38 A
o9 2 o
Qa < S >
o o~

=

£ @ = -

> B L £

£ 43 =88

S e = =

8 o 288

28 QBERB T

224 2523

238 g >2

R £ =

Doo;mO acO

Coordinators

P I
e
2 t 258 & ™
158 - =.%T3
S E5E) (9T 2 °35¢
el el |WSEE -k
= = Q5. P g
1§23 |ZESS| IS2EE
{ =
n..‘i...l._.._l T > ’—J
—m—eq ———
3 Fe [ Fe 1
e 3 2  dzp
88 =2 lsg |, 1228 |
SafE 1T | ITE
2938 122, 182
< — = 3 < I @
WSLEE| IS201 (855!
58Sl 12821 183835 !
wnl2an L>'E>_i L‘f’ &
T - —r—=
i T e !
! |
1 b, ow i c
{ 129 i.2
i ! 1EE V1R
1= :..g I 1250
12 1,88 2 Eg
(%] = \ Sz
to=1 1275 ==
3 - = & 1 -
18-t 18 ¢ =
lg 1 =2 [ CE-E
o i ] >0 X
i 1N i
i !
fL'!—J L_——T""_'— _._.T_J
;
H
1 [ |
. -
g 21!
z 18 21
= 1< 31t
B o 189
o2z HES
: > 15 81
: o= 12>
! |
LY 1
1 T
m"=s"71
> [
5 ':w lg§ \
< Sgr 1o 8 1
= ES3| g% »1
EZ2= 1 328
B oo nEx
] oe=2| I 55%I
b3 lu,DO
3 ° ZE=ZI
lw 1
LRl
1 I~
é - b
25 B c= £
. B w 2E .8
0 g - 2P S0 w
*> 0 ] 202" 5
» 2 2 2. Do2
2% . K
Lo 5 - @ o e O
) = £ S 8L T
] (5] 25 2323¢8
E5E o= 20
< oo « OOOLOE
I T =
k]
@
2
. | &
g1 125 | =
o ex 188 . S
EB ) 12> 2
3 s B 1Bl c
@ o B Y
€0 1 g2 ot E
~ 15 E§1 €
Q00| o
L__]_..J o

Model Cities Recreation
Program Funds under

Project Control

Private Funds under Project Control

O

Public Funds under Project Control

Project Funds

v v




B - D N 20 O a0 AN S AR S e e

-

-

the continuing effort to develop new services and improve exist-
ing services and the need to carefully coordinate and monitor
the complex service delivery network.

Purchase-of-service agreements reached with several city agen-
cies mean that NYRC staff bear a manageable workload and can rely
on the assistance of specialists in dealing with problem situa-
tions when they arise. In a statement before the Philadelphia
City Council the Director, Richard Cox, confirmed the importance
of bringing together in one agency qualified people from the com~
munity with diverse training and experience. "The First thing
that we have léarned is that the kind of prcject which will meet
the needs of youth, must have in it a variety of staff . . . bring-
ing together the resources of their respective agencies without
jurisdictional disputes but unified in the singular goal of ser-
vicing youth."”
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CHAPTER 3: REFERRAL SOURCES AND DIVERSION PROCEDURES

3.1 Referral Sources

The bulk of formal referrals to NYRC come from the schools, police,
or the courts. In addition, the accessibility of the neighborhood
"community center" and its attachment to the R.W. Brown Boys'
Club--coupled with the visibility of the NYRC staff on the street--
promote both walk-in self-referrals and referrals resulting from
informal street contact. Also, NYRC's broad range of interagency
relationships has tended to stimulate referrals from a number of
public and private, community and city-wide agencies such as YMCA-
YWCA, neighborhood centers, Youth Development Centers, and Youth
Study Centers.

Sources for referrals in 1973 are depicted in Figure 2 below.
Procedures for eliciting referrals from the agency's three primary
client sources are described in subsequent sections. It should be
noted, however, that the following bar graph only includes youths
who are formally accepted as NYRC clients and, as such, receive
the direct services of the program. There are considerably more
youth who are self-referred or walk-ins who receive short-term
assistance, referral services, or participate solely in recre-
ational or cultural activities sponsored by the Community Center.
This latter group is not represented in the referral statistics.
for 1973.

Figure 2

SOURCES FOR REFERRALS IN 1973
Juvenile Court intake QZJ 41%
School District Attendance Office/Schools 32 1 14%
Law Enforcement [ 26 [12%
Family I 182
Probation { 1a]6%
Community Residents [ o]ax
Juvenile Institution/Judges 7] 3%
Self/Friends 7{3%
Health/Social Agencies 713% _
‘Day Care 713%
QOutreach . 5| 2%
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3.2 Juvenile Court Intake

The Philadelphia Juvenile Court Branch of the Court of Common
Pleas receives between 15,000 and 20,000 delinguency referrals
per year. Approximately a third of these cases proceed through
the completion of an adjudicatory and dispositional hearing. It
is a crowded court, a somewhat chaotic court, and a court facing
significant problems in seeking to cope with delinguency and
neglect in a large city with vast ghetto areas while complying
with the increasing legal reguirements of juvenile courts.

Because the Juvenile Court is already overburdened, NYRC chose
to purchase the full-time services of a juvenile court probation
officer to provide the links it needs with the court, rather
than relying upon court staff to provide it with information
and referrals, '

This juvenile court probation "liaison officer" regularly brings
to the NYRC the names and addresses of target area youth referred
to the court, and those involved in various court processes. Such
information forms the basis for a leétter from NYRC to the youth
and his parents offering their services. The fact' that the
liaison officer is still technically a Jjuvenile court probation
officer has given the agency access to potential referrals, and
has seemingly overridden juvenile court concerns regarding con-
fidentiality of record information.

.

Needless to say, the role of this officer-~~to obtain information
and deliver it to NYRC-~is limited and does require the expendi-
ture of project funds. Nevertheless, the procedure provides the
project with a guarantee that the information will be retrieved
and delivered each day; an assurance critical to the project's

Ideally, of course, the court would take the initiative in referring
cases to NYRC, including youngsters who might otherwise penetrate
even further into the juvenile justice system. BAgain, however,
since the direct participation of the court is not yet an alterna-
tive accessible to NYRC, the current arrangement offers an effec-
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tive first step twoards the more deliberate use of the agency by
the juvenile court.

A further aspect of NYRC's interface with the court is its
association with Philadelphia's public defender agency. By
contractual agreement with the Defenders Association of
Philadelphia, NYRC has the services of a full-time attorney,
housed in its offices, to represent its youth. The services
provided by this attorney are detailed in Chapter 5: Direct
Services.

3.3 School District Attendance Office and Cooperating Schools

NYRC has established relationships with the three high schools
and one junior high school in the target area. School counseling
programs or the District Attendance Office first refer truants
and disruptive students to NYRC, rather than to the police.
Truancy may be the result of many factors, including peer group
pressure, substandard reading skills, or lack of the proper
environment in which to do homework. Since the Center has the
capacity not only to assess the reasons for a child's pcor atten-
dance record but also to initiate suitable remedial action,

it has been supported by all interested institutions.

In addition to truancy referrals, other youth experiencing or
provoking school difficulties are referred to NYRC, sometimes in
the midst of a confrontation which may require NYRC staff and
parents to meet on the scene to alleviate the immediate problem.
Moreover, NYRC gang workers are present each day at certain
tension-ridden secondary schools, and are available on call to
prevent or intervene in crisis situations.

For more serious matters, such as attacks, significant vandalism,
or thefts, NYRC staff contact the parents, have NYRC's attorney
call the police station for facts, go to the station, and seek
to persuade diversion to NYRC. NYRC staff sometimes try to
initiate the persuasion effort at juvenile court intake with
police-referred youth, and on occasion have been able to arrange
restitution to the victim as well as diversion for the juvenile.

25
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34 Law Enforcement Referrals

Although NYRC's relationships with Senior Department personnel
have not been without conflict, the police juvenile officers
who work from District police stations have cooperated with
NYRC in referring cases to the Center both before and after
arrest. These officers provide monthly information to NYRC
concerning youngsters apprehended but not referred to court.

*NYRC then contacts the parents of each child by letter, offering

agency services, and initiating a home visit to the families of
those youngsters appearing more than once on these lists. While
these juveniles have technically exited from the juvenile system,
without project intervention some of them may be candidates for
future formal processing.

NYRC staff meet annually with all juvenile police officers assigned
to the target area. The development of these relationships is of
tremendous valué to NYRC in permitting agency staff to assume an
advocacy role at the police station after a juvenile pick-up.

Wnen staff learn of a target area youth who is in custody at the
district police station, they may report to the station with a
parent, and sometimes an agency public defender, to urge the
release of the juvenile to the project.

As yet, no direct referrals are voluntarily made by city law
enforcement officials. A2though it would certainly be desirable
to see negotiated agreements with the police which would provide
for direct referral to NYRC as an alternative to discharge or
court referral, the amount of coordination currently possible

is still satisfactory. One alternative solution to ‘the complete
link with law enforcement personnel is currently being explored
by NYRC. The program hopes to secure a purchase-of-service
agreement with the police department for one officer. The
officer would play an effective role in educating other police
about the program (thereby increasing referral, adding credi-
bility tothe program from the perspective of the juvenile justice

- system, and working to ameliorate the often counter-productive

perspective of youths about law enforcement officials).
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CHAPTER 4: INTAKE, ASSESSMENT AND
TERMINATION PROCEDURES

4.1 Selection Criteria

The intake function is governed by a careful set of procedures
which attempt to ensure the selection of appropriate clients
and the beginning of a sound client-agency relationship. Since
NYRC is not adequately staffed to work with all the youths
referred to them, a set of screening criteria, which reflect
what the agency does best and what they alone can provide, are
applied in selecting target youth. This screening function
does not apply, however, to those referrals from police and
courts which have special status and &re automatically accepted
by the agency.

The first criterion for selection is the responsiveness of the
youth and/or the parents, i.e. does the youth acknowledge
problem, evidence a willingness to work on it, and do the
resources of NYRC match the needs of the youth. The inclusion
of parents in this decision reflects NYRC's developing appraeach
toward working with the extended client--not isolating a youth
during a treatment period from the social structure that is

paramount during his or her growth period.

The second criterion is the seriousness of the problem. This is
a translation of NYRC's commitment to deal with troubled youth--
those who already have had police contact in serious matters

or those vhose behavior. patterns are disposed in that direction.
NYRC feels that the youths they deal with do not have alternative
service options in the community, whereas youths who have been
involved in only minor delinquent activity can be directed to a
broader range of services and assistance.

These criteria are applied to potential clients who are to become
part of the ongoing caseload of NYRC for a six-to-twelve month
period of service. An exception to these procedures are Immediate
Need Intervention (INI) referrals. NYRC will respond to an

29

- ap—eon




-

Immediate crisis need with the understanding that its commitment
ceases with the resolution of the immediate problem. Examples
of INI cases are youths who are in need of temporary shelter,
those who have been dismissed from school, or those who need
immediate medical attention and do not have access to the
appropriate services. In many situations, the alleviation of

an immediate crisis may not, of course, resolve the problem
which precipitated the crisis. In this type of case, NYRC works
with the client in the resolution of a specific problem (e.g.,
high rate of truancy) for a period of one-to-three months.

The Client Flow Chart (Figure 3) on the following page depicts
the progress of a client in the NYRC system, and is complemented
by the description of intake and assessment procedures and
policies outlined below. Before examining those procedures

it is important to point out that the NYRC staff approach to
clients is an approach supported by training (both an initial
orientation and ongoing staff development) and the supervision
of the middle management staff. Community Rescurce Workers,
Roving Leaders and Gang Workers, and thé staff members who

have the most direct contact with clients, perform their tasks
as street~knowledgeable professionals. Because they are from
the neighborhood and very often have themselves been "on the
street" they are uniquely qualified to make contact and establish
rapport, and they are trained to make each contact meaningful.
Informal rap sessions with a youth are directed to a specific

purpose.

All staff contacts with a client are written up following an NYRC
precept that "if it isn't recorded, .it never happened." NYRC
staff are professionally-trained interviewers, a fact that is
reflected in the quality of contact records written up on each
client. Staff training procedures are discussed further in
Chapter 7. Other dimensions of the staff approach are noted

in the following description of intake operations.

4.2 Intake Procedures

Upon referral to NYRC the initial interview is conducted at the
Center by the assigned Community Resource Worker, even in those
cases where significant initial contact occurred in the field.
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Figure 3
NYRC CLIENT FLOW CHART
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The interview is directed toward the following objectives:

e to make an initial assessment of the youth's
problen and his/her attitude toward it;

e to elicit personal and family history and
background;

® to describe the resources available to a client at
or through NYRC; and

e to develop an initial "contract" with the youth
regarding his readiness to work on the problem
and NYRC's role in that effort.

The information-gathering component of the initial interview is
guided by the format of the Initial Assessment Form, which the
Resource worker is required to write up within 48 hours of the
initial interview and/or the first home visit. (NYRC's major
client forms are included in the Appendix.)

In conformity with NYRC's policy of involving the client's family
whenever possible, the Resource Worker conducts a home visit
during the intake stage. The goals of the home visit are threefold:

e to gain support from the parents and/or siblings;

e to broaden the information base on the client and
family and corroborate certain information provided
by the youth; and '

® to observe the interaction of the youth with parents
and other family members.

The Community Resource Worker describes the services of NYRC and,
if appropriate, the resources of the Community Center which other
family members might use. Depending on the nature of the case
the Resource Worker is sometimes accompanied by one of the staff
specialists, e.g. a social worker, the Youth Services Coordinator,
the attorney, or the court liaison officer. In selected cases,
the parents may be asked to sign a release form for school

_ information.
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4.3 Enitial Assessment Report

Within 48 hours of the initial interview or the first home con-
tact, the assigned Community Resource Worker is required to write
up and submit to the Youth Services Coordinator an Initial
Assessment Report which summarizes information and states

the Resource Worker's recommended plan of action. At this point
in the intake process, the referred youth has not been accepted
as an NYRC client. The Community Resource Worker is expected

to report the facts on the youth and his family objectively in
order to assist in the screening process.

The Initial Assessment Report is important not only to the
screening function but also to the development of a service
strateqy for those youths who are accepted as clients. It is
the instrument which extends knowledge of the youth to other
agency staff members who participate in the enrollment decision,
and who later may be involved irn provicding direct assistance.
The types of information recorded in this report include:

A. Family History

(1) Family composition
(2) Parents' version of youth's behavior
(3) Knowledge of child's activities and companions
(4) Parents' relationship to each other and to the
youth
(5) Brother and sister relationships
(6) Home environment and family economic situation
(7) Enrichment aspects of home life
(8) Deterrent factors (those influences which may
discourage or prevent the parent(s) or youth
" from acting in their own or the community's
best interest) and corrective strategies.

B. Youth's History

(1) WwWho disciplines the youth

(2) Who supervises the youth and what are his
reactions to supervision

(3) Youth's attitude toward authority figures

(4) Youth's version of behavior activities and
feelings.
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C. School Information

(1) Name of school and counselor

(2) Book number, attendance pattern and school~
. related behavior

(3) Academic performance

D. Youth's Problem

(1) Problem for which he was referred
(2) Drug use history

(3) Gang affiliation

(4) Police/court record.

Much of the information taken at the initial interview is sketchy
and open to challenge, but it does serve as a basis for a sound
assessment of the youth as he relates his problem to a potential
outside helper. If the youth is accepted as an NYRC client, this
information base will be expanded, and where necessary, corrected

in subsequent interviews leading to the development of a treatment

plan. The review of the assessment and decisions regarding the
specific service plan are made at the first formal inner-staff

planning meeting on the case. This takes place within one week
to one month of assessment, depending on the legal, social or

psychological complications of the case.

After the Resource Worker has recorded the youth's personal and
family background and described the youth's problem behavior, he
develops a set of recommendations aimed at assistance. He may
recommend that the youth be directed to another agency because
his problems and needs do not fit NYRC's resources. In cases -
where the client can be helped by NYRC the Resource Worker makes
service suggestions. The following example illustrates some of
the typical elements of the suggested plan.

Suggested Plan

(1) Assist the youth in pending court action
disposition

(2) Reinforce positive achievements, i.e., school
performance

.34
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(3) Redirect energies to more constructive activi-
ties--part-time employment outside the community.

(4) Divert from his present gang affiliation.

After the Initial Assessment Report has been reviewed by the
Youth Services Coordinator--and a staff team chosen on the basis
of the case typology~--a decision is made on acceptance to the
NYRC active caseload.

4.4 The Staffing Plan

One of the key elements in the NYRC approach is the utilization
of an interdisciplinary team in the diagnosis, servicing, refer-
ral, and evaluation of all clients. Tyvpically the core team is
convened to decide on the appropriateness of a given client, and
the development of a service strategy. Following these initial
conferences, the’ team continues to evaluate the progress of a
youth in the program. The core team consists of the Community
Resource Worker who has had most of the initial contact with

the client, the Youth Services Coordinator, the social worker,
and, on a need basis, the Project Attorney and the Court Liaison
Officer.

The value of this approach, which focuses the experiences and
talents of several professionals on a sirgle client, is demon-
strated through the flexible and responsive service provided to
clients. A youth facing a court hearing will have not only
expert representation in court but will have also the services
of a trained counselor who can assist, for example, in planning
the completion of a high school education.

The final step in the intake and assessment phase is the develop-
ment of a treatment plan (service delivery strategy) and roadmap

(a time-phased statement of specific goals to be achieved). NYRC
terms this step "staffing up" a client, or the development of

a staffing plan. The staffing plan for each NYRC client is for-

malized within one month of initial contact and the social worker

is the team leader for drafting this plan. The Community Resource
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Worker at intake is the advocate for the youth in the development-

of the staffing plan.

The staffing plan details NYRC's considered approach to the
youth's problems. It specifies the services directed to assist
the client and establishes a realistic timetable for the achieve-
ment of certain goals. The plan is specific and goal-oriented,
and subject to revision at three month intervals. Goal-setting
for cliehts is guided by the criteria of problem-orientation,
realism and results. Further, goals are set for both long-range
and short-term achievement. Examples of these types of goals
might be: :

Short - term: secure as soon as possible after-school

employment
- have youth fitted for eyeglasses

- have y»uth enrolled in special reading
remediation program at school

Long -range: - arrange youth's re-entry to school, or
his enrollment in GED course

-~ lessen present involvement with gang

- initiate youth's concern about post-
school career development, and assist
' as needed. :

Once the staffing plan and the roadmap have been drafted, they '
are reviewed by the NYRC team, the youth, and, where appropriate,
the parents. Agreement of these parties is developed prior to
initiation of any service or referral action. As the youth
continues with NYRC, all contacts by Resource Workers or other
staff members are directed to the goals set out in the staffing
plan. As new information about the youth becomes available,

it is recorded in the Personal History Report and incorporated

~ into the staffing plan. This permits revision of the plan and

its goals at regular intervals. Approximately one to three
months after the youth has begun to work within the short-term
goals of the plan, another inner-staff planning meeting is
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convened. This review permits the adjustment of short-term goals
or the clarification of the long-term goals to which the youth is
working. Finally, approximately three months following the
second inner-staff planning meeting, another review is held to
determine possible termination, inactive status, or goal adjust-
ment.

It should be emphasized that despite the fact that formal
procedures do exist for assessment, development of the treatment
plan, followup, and review, NYRC can, and will, call special
staff planning meetings for individual cases. Although the
following summarizes the steps in intake and assessment, special
exceptions are often made since no case is ever typical or
completely systematic:

(1) Identification of youth by Community Resource
Worker, area "Gang" vouth worker, or other NYRC
field staff.

(2) Assessment by Community Resource Worker with
youth, parents, other agency, program staff
assistance.

(3) Preliminary draft of "roadmap" or service plan
by Community Resource Worker.

(4) Inner-staff planning meeting to review assessment,
service plan, and other recommendations for
treatment.

(5) Inner-staff planning meeting to review progress on
short-term goals; re-~evaluation and focus on long-

term goals.

(6) Inner-staff planning meeting to review progress on
long-term goals; recommendations for exit.

(7) Exit interviews, contacts, and formalization of
case into "inactive" or "termination" file.

The average length of stay on the "active" caseload is estimated
at 50 to 60 weeks.
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4,5 Termination

NYRC recognizes only one principal type of "termination" from
the program: those individuals who have either moved perman-
ently out of the city or those who have exceeded the age limit
for eligibility as participants in the program. Technically,
no other categories of youths are ever considered terminated
from the program. Cases which have been terminated are stored
in a "Dead File." Once a case has been placed in this file,
it is assumed that the youth will not be re-enrolled in the
program at any time in the future.

There are, however, cases which are considered "inactive."

The important distinction between "termination" and "inactive™
is that inactive cases are filed with the assumption that
there may be possible re-enrollment sometime in the future.
There are four principal conditions under which a case may be
filed as inactive:

(1) When a youth has made suitable adjustment and
does not, therefore, require the continued
services of the project. However, because the
youth is still "eligible" for services, and may
require them at some future time, the case is
filed inactive.

(2) When ayouth is committed to an institution and
the provisions of commitment may permit the youth
to be the subject of services during that commit-
tal (if the youth desires) or the youth will still
be eligible for services upon release.

.{(3) When a youth has been suitably and successfully
referred to another agency which, upon referral,
assumes all service responsibilities, including
follow—up. The youth is classified inactive under
the assumption that services of the program con-
tinue to be available if the youth requires them
at some future time.

(4) When a youth exhibits resistance to the NYRC
program and refuscs scrvices, despite considerable
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efforts to convince him otherwise. 1In this
instance, the youth is.classified inactive under
the assumption that, through continued follow-up
the youth may avail him(her)self of services
sometime in the future.

When a case is reviewed for termination, placed in the "in-
active" file, or normally reviewed for progress, a specific

set of procedures is followed. Each case is reviewed within
one week to a month of initial assessment through an inner-
staff planning meeting. The decision for termination or
inactive status may occur at any time after contact with a Com-
munity Resource Worker; be that initial street contact, com-
pletion of the entire service plan, or exceeding the age limit
for eligibility. Initial recommendations for termination or
inactive status must be made by the Community Resource Worker
who was responsible for the case. At the time of a staff re-
view of the case, which takes place approximately one to three
months after the first case review (which focused on findings
of assessment and the treatment plan), the Community Resource
Worker will summarize the circumstances and justify the reasons
for the recommendation. The staff team that reviews the cases

_typically consists of the Community Resource Worker, a Youth

Services Coordinator, and, where appropriate, the attorney and
court liaison officer. In certain circumstances, the psychia=-
tric social worker will also attend. Once the staff team has
reviewed the case, there must be unanimous support of the
recommendation. If there is not unanimous support of the
recommendation, the Community Resource Worker is responsible
for following up on any problems or issues which. forestalled
unanimous support. ’

Once the staff team has agreed to termination or inactive status
on a case, the case records and team recommendation are forwarded
to the director. The director may either approve the decision

"or refer it back to the Community Resource Worker for additional

attention before approval.

If a youth is to be terminated or placed on the inactive rolls
regardless of the reasons, the project Assessment Team--which
consists of the Community Resource Worker, the Youth Services
Coordinator, the docial worker, and if a probation case, the

39




st e oot apma e gl

lawyer and prcobation officer--conducts a conference with both
the youth and his/her family. The main purpose of the conference
is to review the youth's case--be it the successful completion
of the service plan or a case of termination--with the parents
and the youth so that all parties understand the circumstances
of the decision. This conference is particularly crucial

in cases where a youth has successfully accomplished short-term
goals and is moving toward setting more long-term goals in
conjunction with NYRC staff. 1In this instance, the youth and
the parents have the opportunity to review progress to date

and to discuss the future relationship of the youth with NY¥RC.

Following the conference with the youth and the parents, the
social worker is required to prepare a summary, which is inserted
into the youth's file. If the conference resulted in a termin~
ation or placement in the inactive file, the director (or, in
cases referred from the court, the Court Liaison Officer) writes
to the referral agency and others involved in the youth's case
to notify them of the change in status. Cases may only be re-
activated by the Youth Services Coordinator upon recommendation
of the Community Resource Worker assigned to the case. It is
important to point out, however, that many youths continue to
receive supplementary NYRC services (cultural and recreational)
despite their formal "inactive" status, because of NYRC's
affiliation with the Community Center.

From the perspective of the youth, and to some degree the
program, placement in the inactive file is a tremendous sign of
success when that placement is made because the youth

achieves suitable adjustment and satisfactorily completes

the short-term and long-term goals of the service plan. A
truly "successful" case would be one in which the youth com-
pleted the service plan, was placed in the inactive file,
required no subsequent direct services, and was terminated
some time later simply because the age limit no longer made
the youth eligible for services. The obvious hope is that

the youth will not require additional intensive direct ser-
vices at any time in the future, because he or she has reached
total independence.
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.CHAPTER 5: DIRECT SERVICES

5.1 General Strategy

Direct services to clients are a primary goal and an integral com-
ponent of the NYRC system. The decision to provide intensive case-
work and related services to clients was based on the needs of
youths in the neighborhood and the service gaps identified by
NYRC. Services provided at NYRC are not available elsewhere
within the target area.

The NYRC program operates under an umbrella of services known as
the "Cemmunity Center." Within this concept of a total "family of
service," NYRC operates two principal components: (1) Direct
services to youth who are considered on the "active" caseload; and
(2) Coordination of other services to youths who are either "in-
active" cases or who simply live within the target area. Within
the Community Center concept there are several programs which
operate simultaneously. Youth may actively participate in one

or any combination of these services, and may coincidently be

on the caseload of one of the Community Resource Workers of NYRC.

Figure 4 on the following page illustrates both the referral
sources and the possible range of services an NYRC client may
receive.

The Community Center concept is divided into the Senior, Junior,
and Day Care Units. Apart from a Senior Citizens Program which
is also available through the Community Center, the Senior (Adult)
Division offers programs for those 16 years of age and older; the
Junior Division for youths ages 6-15; and the Day Care Unit for
youths ages 4 through 5. These supportive programs take place
both during the days and in the evening when most youths are out

. of school.

NYRC operates within the milieu of services provided by the Com-
munity Center. Although the program concentrates on providing di-
rect services, it also plays a crucial role in the coordination
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of ancillary services. The Appendix of this Manual con-— '
tains lists of the agencies currently cooperating with NYRC

(see p. 91).

The direct services strategy of NYRC contains two salient elements.
First, services are available, and are provided, not just to the
youth (who is the client) but also to other members of his family.
This strategy is implemented and supported through NYRC's organiza-
tional affiliation with the CPA-sponsored R.W. Brown Boys' Club
which provides a variety of services to school-age children (day
care), junior youth, senior youth, and senior citizens. Secondly,
NYRC is responsive to the articulated service needs of the youths
enrolled in the project. If a group of youths ask for a counseling
session on sex education (and a check reveals that this is not of-
fered by the school); the agency will set it up. XNYRC itself pro-
vides sarvices to youths .ao are not clients in other recreational,
cultural, and transportation programs. Most importantly, however,
NYRC is flexible in providing services as needs emerce. For exam-
ple, a drug counseling group or a legal education class will be
formed when youths request it.

The major program components of NYRC are:

(1) Counseling and Referral;

{2) Gang Woxk:;

(3) Employment;

(4) Tutoring;

(5) Cultural and Recreational Activities;

(6) Legal and Probation Counseling; and

(7) Héusing and other community-based social services.

A brief description of these service components, and examples of
specific programs implemented by NYRC, follow.

5.2  Counseling and Referral

Counseling and referral is the major NYRC service component and
consists of diagnosis and evaluation, counseling (psychological,
vocational, educational, group), and social casework. Certain
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features of this unigue ongoing counseling approach regquire
special elaboration.

‘Because NYRC has elected to work intensively with its clients

and their families, and, either directly or by referral, provide
a wide range of services, its counseling program is varied. Whe-_
ther a youth is on referral status or is being directly serviced
by NYRC, he receives the ongoing counseling support of the Re~
source Worker assigned to him. The Resource Worker carries a
maximum caseload of twenty-five youths, is required to make con-
tact and review each case weekly, and provides intensive and
responsive support. In addition, the attorney, Court Liaison
Officer, and psychiatric social worker are available for indivi-
dual counseling as needed.

The ongoing counseling is part of the follow-up and assessment
conducted for each NYRC client (either referred or directly ser-
viced). In addition to the gquarterly review of the treatment
plan, a formal re-evaluation of the status of each client is
performed at regqular intervals, This re-evaluation focuses cn the
treatment received and the response of the client in terms of

the following questions:

(1) What degree of independence has been developed?

(2) Does the client make more or fewer demands of NYRC
staff? .

{3) . Is the youth involved in CPA's or another agency's
social, recreational, or educational programs?

{4) BHow does the youth relate to NYRC staff, and how
do they perceive him?

(5) 1Is the client more or less "trouble prone"?

(6) Does the systém "deliver" for him or is the youth
operating outside of it?

(7) Has there been diversion from the juvenile justice
system at one or more points?

(8) Has there been a reduction in youth-adult alienation?
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(9) Have there been any significant changes within the
youth's family, and does he interact more positively
in this context?

{10) Has the youth had any positive success experiences?

The answers to these questions and the evidence to support them,
are most often provided by the Community Resource Worker assigned
(or in certain cases, another NYRC staff member) and a review of
the youth's file which contains descriptions of all- agency con-
tacts and the status reports of any outside agencies involved.

NYRC also provides counseling services directed at specific needs
which arise within the client population. At both an individual

and group level it has provided counseling sessions in educational
remediation and planning, vocational opportunities and career
planning, sex education, drug use and abuse, and many others.

NYRC staff have designed group counseling sessions, recruited and
hired a counseling facilitator, and recruited yoﬁth to assist in

the planning of the group sessions, which are conducted on a weekly
basis. These sessions are monitored for attitudinal and behavioral
changes among the participants, as refiected in the PERF (perform-
ance reporting procedure to measure penetration rates into the crin-
inal justice system) study and the Temple University study of self
assessment. (For more detail on assessment, see Chapter 9, Evaluation.)

53 Gang Work

Gang Work is the primary responsibility.bf the two Area Youth
"Gang" Workers who work full time with the gangs in the street.

" However, all NYRC staff, and in particular the Community Resource

Workers, work toward the reduction of gang activity through the
counseling of individual clients. Gang affiliation is recorded

on all NYRC clients. The aArea Youth Workers attempt to prevent
major conflicts between rival gangs by their mediation interven-
tions, and they seek to reduce the likelihood of gang participation
by youth who have not yet joined. Because of their neighborhood
affiliation and their skills, the Area Youth Workers are respected
by the various gangs (who sometimes wvie for their attention) and
are able to move effectively among their members to "cool out"
potential conflicts and refer individuals to the Center.
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NYRC, in cooperation with the Department of Recreation, organizes
athletic events-—-basketball games, pool tournaments, and football
games--in which rival gangs compete with each other. These

events have been conducted without serious conflict and with the
aim of providing a structured and controlled setting for aggressive
and competitive behaviors.

The Gang Workers also serve an important "outreach" function in
maintaining contact with previous or current clients and in iden-
tifying and referring new clients to the program through the Com-
munity Resources Workers.

54 Employment

Employment is an important need in the lives of most NYRC clients.
To this end, the agency has placed youth in jobs with the school
district, private industry and other &gencies. During one year
the project obtained jobs for 147 youths, with the project staff
developing the procedures for maintaining time records, completing
payroll records, and evaluating the youth's work performance. The
placement of a youth in a temporary job is less important to

NYRC than developing awareness in the youth of a sense of "job
future." Within this context, the Community Resource Worker
supervises the youth's job performance toward the goal of establish-
ing with the youth a sense of possible careers, based on interests,
work habits, and skills.

For example, the Philadelphia School District, through their
regular Outreach Program, provides 20 job slots--of the total ?l
available--for NYRC youth., NYRC acts as a recruitment, screening,
and placement bureau for youth who are not aware of opportunities
or who otherwise might not be in a comfortable position to seek
jobs on their own. The Temple University Personnel Department
also makes 2 job slots available each summer for NYRC yogtb.- The
youths apply for the jobs, are oriented to job responsibilities
and procedures, and are prepared for employment by NYRC staff.
Each youth works 89 days foxr Temple University over the sum@er
(number of days being restricted by union requirements). Finally,
the Negro Trade Union Leadership Counsel also makes summer employ-
ment available for 65 NYRC youths. 1In mostlinstances the School

48



~

and University jobs are limited to youths aged 15-17, and the
Leadership Counsel Jobs are for youths 1§ and older. ,

NYRC, beyond actually securing employment for youths, provides
assistance to the older youths (18 and older) in how to apply to
other agencies for jobs, how to prepare a "resume," how to act
during the interviews, how to be well groomed for interviews,

and general skills in seéking jobs in the area of the youth's inter-
est. Although conducted on an informal basis, many youths have
availed themselves of this service.

55 Tutoring

Tutoring is implemented by NYRC as a remedial service for target
area youth (in the elementary school) who are experiencing serious
academic difficulty. The program, supervised by one of the MSW
graduate students at NYRC, utilizes junior high school youth in
tutoring elementary children on a one-to-one basis.

However, tutoring is also available for any youth who may need it.
In many instances the older youths will tutor the younger; the
program librarian and other staff will tutor the older youths.

The program also assists in getting GED instruction for older youths
or their parents. The program refers youths or adults interested
in obtaining a GED to a Temple University Program, churches who
are offering GED programs, and to other GED programs as they are
developed. The principal function of NYRC staff, however, is to
follow up on those being referred out to these services to

make certain that their attendance is regular, that they do not
have any special problems in their study, and that the program
meets the participants' expectations.

56 Cultural and Recreational

In general, cultural and recreational opportunities are limited

for youth in the target area. In cooperation with the City Depart-
ment of Recreation, and through agreement with a preparatory

school in the area, NYRC has provided a wide variety of recrea-
tional activities such as swimming, basketball, pool, and
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attendance at professional athletic events. A series of cul-
tural awareness activities, ranging from classes to museum
visits, have been conducted. These activities are open to all

youth in the target area, not just NYRC clients.

The Real Experience to Alternatives in Living (REAL) Program pro-
vides a year “sabbatical” to approximately 14 youths. In this
program, youths are given the opportunity to work in the Commun-
ity Center's Day Care Program with younger youths, take courses
at colleges, seek alternative jobs, and work with other youth in
the NYRC chain of services. Each youth is provided a stipend of
$100 a week to enable him to "get himself together" while provid-
ing services to other members of the NYRC community. The REAL
experience provides youth with both cultural and recreational op-
portunities while affording them the chance to develop their own
personal goals and ambitions. Sexvicas are available to females
just as they are for males. Because of the nature of the popula-
tion, however, NYRC intentionally gears itself towards the needs
of the male youth group. '

5.7 Legal and Probation Counseling

Legal and probation counseling is provided to NYRC cliénts by

the lawyer and Court Liaison Officer. The lawyer provides legal
counseling and court representation for NYRC youth, and conducts a
legal education course on the fundamentals of criminal and civil
law. The Court Liaison Officer counsels all target area youth

who are on probation and provides feedback to the Court on their
referrals. The attorney is also available to provide information
to youth who seek to better understand 'the juvenile justice system.

To NYRC and its youth who are in need of legal services, the
availability of Legal and Probation Counseling offers several
advantages:

® NYRC clients have access to their own lawyer and do
not have to go to the Defender's Office and wait
excessive periods for a lawyer interview. Moreover,
without NYRC assistance, juveniles seldom benefit
from any continuity of representation. At a deten-
tion hearing, there may be one defender, at a pre-
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trial hearing there may be another defender, at the ad-
judication hearing there may be a third defender. NYRC
clients, on the other hand, are represented in all pro-
ceedings by the project's attorney.

® The NYRC defender sees herself as an employee of NYRC,
a staff member who interacts daily with other staff mem-~
bers, coordinating her efforts with their efforts to
aid the juvenile's adjustment.

e The NYRC defender, located in a public housing project
within a poverty neighborhood, has intimate knowledge
of the community and close working relationships with
countless health and welfare agencies.

© NYRC staff are largely trusted by the youths and their
parents. The defender is part of the staff, and these
clients play fewer "games" with their lawyer.

e When legal advocacy results in a dismissal of a peti-
tion on technical grounds, the youth's relationship
with NYRC is such that he is interested in continuing
to receive its social and related services.

® The defender, concerned with the whole youth and the ‘
parents, can provide a wider range of legal information,
and to a degree limited only by other demands, fulfill
a legal education role in the neighborhood.

In court, the defender obtains the pre-trial hearing list, iden-
tifies target area youth, interviews them, offers agency services,
and will represent the bulk of these youngsters at this and any sub-
sequent hearings. She carries her cases into trial, disposition,
and beyond. For clients committed to delinquency institutions by

the court, she requests and generally receives monthly institutional
reports, :

Since NYRC staff are also active with committed youth, when NYRC
staff consider the individual ready for release (and the institmtion
disagrees) the defender may petition the committing judge to obtain
a hearing to consider release. A statute requires a judicial review
and hearing for each committed youth after a one year period.
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The defender has been able to advance such hearing dates and
obtain earlier release.

When the attorney is unable to be present at a detention or other
hearing, regular public defenders will represent target area

youth and then refer these youths to NYRC's attorney. 1In repre-
senting nearly all of the target area wyouths who receive some form
of judicial consideration, the defender has more case responsibil-
ity than she can effectively handle. Consequently, the project

is considering the employment of a second attorney or legal as~
sistant.

5.8 Housing

Housing services are sought through the Housing Authority. The
procedures NYRC uses in obtaining these services are not different
than what the ordinary citizen would do. However, the visibility
of the program and the fact that it is "organized" seem to help
more people obtain housing aid than would ordinarily secure it on
their own.

In addition, NYRC often negotiates other community-based services
for its clients. The fact that a variety of social services are
available in the area seems to have very little relationship to the
number of people in the target area who take advantage of these
services. Many people are neither aware of these services nor able
to deal effectively with the systems available for getting themn.
Therefore, NYRC often acts as a "go-between" for clients who need
services and reéquire assistance in working with the appropriate
social welfare agencies.

5.9 Other Services

In addition to the major service categories described above, NYRC
provides day care for school-age children and has recently begun

to provide information services to youth in need of special ser-

vices. For example, day care is provided for all youths aged

6-13. The youths are provided breakfast, lunch, snacks, and even-

ing activities to f£ill their before and after school hours,
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Working closely with the day care program are the Take-A-Brother
(Sister) Program and the REAL program.

The Take-~A-Brother and Take-A-Sister Program operates on the
"Big Brother" concept in many other localities throughout the
country. The distinction, however, is that it alsc involves
female youths. The younger members of the "couples" are all
youths who are on NYRC's regular caseload. In many instances,
the older brother or sister may have at one time received direct
NYRC services. The program, supervised by the Project Director
and the Community Resource Workers, provides outings, recrea-
tional activities, cultural activities, and a forum for 16
"couples" to work together as a family. The younger youths are
usually between the ages of 10-13; the older youths are usually
over 18 years of age.

The other services coordinated by NYRC often function as separ-
ate activities from the core direct serwice role of NYRC. These
activities, however, serve to build trust, rapport, and communi-
cation between NYRC staff and target youth. The field trips to
plays, parks and museums and the informal group "rap" sessions
often are catalytic in getting target youth interested in the
direct services of NYRC. Participation in ancillary activities
encourage commitment to becoming a part of the NYRC effort
to.help youths seek productive alternatives to street activities.

NYRC's service policies are not based on rigid eligibility criter-
ia. No youth is ever totally denied services, and "youth" may re-
fer to those who are 18 years and older. Qlder youths, however, are
not in the direct NYRC service program. They are a part of the
Community Center Concept and therefore part of NYRC's indirect
responsibility to target area residents. Many of the older youths
are brought in for organized basketball leagues, social events,
cultural and recreation events. The main geoal is to provide as
many alternatives as possible. The Community Center concept is
also another way of identifying youths who may be in need of ser-
vices, working with them to accept services and become a part of
the formal NYRC program, and getting them to influence their peers
in finding more productive and positive uses of their time.
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| CHAPTER 6: REFERRAL SERVICES

6.1 Inter - Agency Development

During its planning and start-up phase NYRC conducted a systema-
tic survey of services and resources available to youth in the
community and in the city at-large. The survey was meant to
assist in the achievement of the Model Cities' objective of
developing "a wide range of well coordinated youth supportive
services at the neighborhood level, including legal, medical,
psychological counseling as well as special services in educa-
tion, employment, recreation and cultural development." Accord-
ing to plan, certain of these services would be available at
NYRC, witile others would be available at other agencies with
which NYRC would coordinate.

The survey accomplished two principal objectives which later
proved critical to the success ¢f NYRC:

(a) iddentification of service gaps'in the youth-
serving and youth supportive systems to assist
in the formulation of a plan for core services
which NYRC would provide, and '

(b) the initial development of inter-agency relation-
ships which would develop into ongoing relation-
ships of mutual respect -and understanding.

At about the same time in the planning stage, NYRC staff met
with various officials of public and private agencies who would
be important to the developing service coordination role of
the project. The officials involved included the (Commissioner
of Police and the Inspector of the Juvenile Aid Division; the
Chief Deputy Administrator of the Family Court Division; the
Conmissioner of the City Department of Welfare and the Deputy
Commissioner responsible for Youth Conservation Services; the
Director of the Defenders Association; the Superintendent of
Public Schools; the Deputy Director of the Commission on Human
Relations; and, the Commissioner of the City Department of
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Recreation. Meetings with these officials focused on the issues
of NYRC program design, interagency support, and cooperation.

After initial interagency development, NYRC continued to strength-
en its relationships with other agencies by implementing a series
of formal steps directed towards the development of a resources
network for clients. Through a directive from the Model Cities'
Administrator, all Model Cities programs would give priority
treatment to NYRC clients. These programs include: College
Placement and Supportive Services, Community Information Center,
the Drug Abuse Project, Comprehensive Family Health Services,

and. others. By exchange of letters of understanding, some 190
agencies pledged cooperation and program services to NYRC. 1In
addition to all the agencies which have exchanged letters of agree-
ment, an egual number have provided services or pledged to provide
service after contact by an NYRC staff member. ( A list of cooper-
ating agencies appears in the Appendix.)

6.2 Referral Pr(')cedures

Almost all clients accepted by NYRC are referred to other agen-
cies, but they are never terminated at the time of referral.

NYRC retains client sponsorship and exercises its responsibilities
through a system of careful monitoring of the referral agency's
services and the progress of the client., Four key procecures are
followed in initiating referrals to outside agencies.

(1) In order to maximize the impact of services rendered,
NYRC prepares a client for referral. The client must be emotion-

ally ready to receive the proposed services and must be able to

overcome any barriers to accepting help in an unknown environment. -

The client is considered ready when he:
e acknowledges the problem;

® accepts as meaningful the proposed services to
which he is being referred;

e understands what the proposed sclution is;
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® accepts both the primary agency and the one
to which he is being referred.

This strategy is based on the notior that significant progress
is achieved only when the youth acknowledges the problem and
positively decides to work towards its resolution.

(2) Just as the agency prepares_the client for
referral it also prepares the outside service agency. The
staff investigate the qualifications of agencies in order to
determine which agency is best eguipped to serve the youth,
and whether its current service load will permit adequate
attention to the new client. In most cases this investi-
gation has already been conducted, and the results are on
file. Thus, the only routine check is a determination of the
agency's current caseload. Under the project's operating

procedures, an agency may receive a client referral when NYRC
is satisfied that:

e the agency is appropriate;

e the agency is mandated to perform the planned
services;

e the-.agency and NYRC (or CPA) have a satisfactory
prior working relationship.

Prior to the first visit by an NYRC client to an outside
referral agency, the staff will meet’ with the agency's
representative and provide a brief (verbal) summary of the
youth's background and problem. ILater, a written summary of
recommendations is provided. A .Comnunity Resource Worker
accompanies the client on his first visit to the outside

agency in most instances.

(3) After referral NYRC, through a system of careful
monitoring, tracks the progress of the referred client by
maintaining regular contact with the youth and the staff of
the referral agency. The assigned CRW will meet with the
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client on a regular basis in the home, on the street, or at
the Center. The CRW will elicit specific information on the

services being provided and make note of any problems the youth .

might be having with the agency. The CRW, in turn, megts
directly with the agency staff person who is working with the
client and gains information on the client's compliance with
an appointment schedule, his progress or lack thereof, and Fhe
recommendations of the agency for continuing treatment. This
system of monitoring and follow-up after referral has been.
judged one of the most effective components of NYRC operations.
A number of elements contribute to its efficacy:

o During the planning stages CPA followed a con- .
scious strategy of developing sound working relation-
ships with agencies they later would need to call
upon. CPA's established reputation in the ci?y
undoubtedly fostered mutual respect and a basis
for collaborative sexrvice. :

o While serving as advocates for their clients,
NYRC does not threaten other agencies or insti-
tutions by arguing over professional turf or
questioning agency responsiveness to the target
area youth. NYRC acts as a change agent in
promoting the efficient delivery of quality
services to their clients.

e During a client's service period, NYRC maintains
a close working relationship at the staff level.
The assigned CRW works directly with the welfare
caseworker or the mental health ¢linic therapist.
In certain cases the staff person from another
agency may actually participate in the t*staffing”
of an NYRC client.

e Other agencies understand and respect the unique
role NYRC performs in the community; they respond
to the careful preparation of NYRC clients prior
to referral and the systematic follow-up after
referral. NYRC provides feedback to agencies who
refer youths to them, and they elicit the same from
agencies that accept their referrails.
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(4) NYRC maintains a regularly-updated file of all
interagency contacts as a resource for youth services. The

following information is recoxrded on each agency:

name of the agency

date of contact

address and telephone number

name and title of person contacted
means of contact

information obtained on services delivered
by the agency

resulting agreement, and

the NYRC Project Director's signature..

The initial contact form is periodically validated and updated
on the basis of subsequent agency contact forms filed by the
CRW in regard to the treatment of specific clients.
interagency contact file provides staff with current information
on the capabilities, performance, and commitments of youth-
serving agencies throughout the neighborhood and the city.
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CHAPTER 7: TRAINING AND PERSONNEL SYSTEMS

7.1 Staff Selection
Staff are selected on the basis of four principal criteria:

(1) Formal education, training, and/or relevant
work experiences;

(2) Proven ability to communicate effectively
with youth;

(3) Potential, as evidenced by attitude,
motivation, and interests;

(4) Volunteer experience, particularly within
the community.

The primary source for identifying potential new staff is the
Crime Prevention Association (CPA), NYRC's parent agency. - CPA
maintains an information bank on all individuals seeking employ-
ment with agencies that CPA sponsors. CPA serves a useful
function in providing preliminary screening for the requisite
experience and skill requirements. In addition, each new job
opening is posted at the Center. This procedure serves three
critical functions: (1) it gives current NYRC staff the
opportunity to consider the job for their own upward mobility °
and promotion; (2) it provides the chance for current “clients"
of the program to consider possible employment with the

program, particularly with entry-level positions; and (3) it
insures that, through high visibility, the position will be
filled by a "neighborhood person" whenever possible. 1In 1973,
approximatnly 35% of the staff were indigenous to the area.

Jobs are also advertised in the Model Cities neighborhood by
posting at community centers and running ads in local newspapers.
NYRC firmly believes that the selection and training of indigenous
youth as staff members is one of the key aspects of operation.
(Caution must be exercised, however, in instances where the
candidate may have had prior professional contact with an NYRC
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client in another capacity, creating problems in the con-
fidentiality of information.)

In selecting candidates, NYRC places its greatest emphasis on
experience, maturity, and leadership rather than on academic
training and professional credentials. This orientation is
necessarily consistent with the program's desire to draw
heavily from the neighborhood and place individuals in an
active role of creating a better environment in their own
neighborhood. For example, the Community Resource Workers
vary in pre~NYRC training and experience from high schoecl drop-
outs to post-college graduates. This mix encourages the up-
grading of skills, the sharing of perspectives and knowledge,
and motivation for upward mobility. The degree to which a
person shows the ability or capacity to grow and expand skills
is an important criterion for selection.

Lastly, candidates are selected for their ability to communicate
effectively with youth. Without the capacity of being able to
understand a youth's position, attitudes, and perspectives,
program staff would be unable to identify the most appropriate
treatment plan and motivate the youth to participate actively

in helping himself.

Once a candidate has been identified as having the requisite
experience and skills, the Project Director and the Youth Services
Coordinator. conduct an interview. In exceptional circumstances,
other staff will also be asked to interview the candidate. Upon
mutual agreement, the candidate is hired, given orientation train-
ing, and begins the "probation period" of on-the-job training.

7.2 Staff Training

The most significant indicator of NYRC's commitment to staff
mobility, personal development, and the utilization of indigenous
individuals to staff the program, is the effort and resources
that go into providing training. The training provided by the
program confirms the program's total orientation toward pro-
viding target area youth with quality counseling and sexvice:
support. The uniqueness of NYRC's training effort does not rest
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with the curriculum or courses, but rather with the organizational
commitment of the program to providing staff with as many
resources as possible,

Training at NYRC takes two forms: orientation training and on-
going inservice training. All new staff members are provided
with a three-week orientation program. The program concentrates
on four principal areas:

(1) An extensive overview of the center's operations,
project goals, procedures, personnel policies,
and general staff responsibilities;

(2) sStudy materials which include written guidelines
on the program's relationship with other agencies,
the way in which contact is initiated and the
procedures to be followed, and the role of NYRC,
the client, the staff person, and the serving
agency in the mutual serving of the individual;

(3) One full week devoted to skill development; and

(4) Observation and involvement with an experienced
staff member.

Perhaps the two most important elements of this orientation
training are the skill development and observation components.
During the week of =skills development, recruits are taught how
to interview and assess a client, how to diagnose problems and
identify the most pressing needs, how to write up an assessment
of the client so that the appropriate mix of services can be
identified, and how to work with the client during the stages
of goal setting, referral, and provision of services. Training
activities include "mock" preparation of Youth Assessment Forms,
"mock" interviews followed by analysis and discussion of

- techniques, "self-assessments" to identify personal biases which

may interfere with accurate assessments, and needs identifi-
cation which may result in the development of additional special
training modules. The project consultant takes principal respon-
sibility for staff training. This individual, because of close
involvement in the supervision of evening staff and program
evaluation, is in a unique position to identify staff training
needs. The two principal goals of skills training are: (1) the
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development of "objective" assessment tools and (2) development
of effective communication skills for working with youth, parents,
and other staff and agencies. BAdditional emphasis is placed on
the accuracy and completeness of data collection, since without
good information, assessment and effective service delivery and
referral will be less meaningful and possibly detrimental to

the youth.

The observation and involvement phase of orientation usually takes
about two weeks, although training activities do overlap. The
recruit is directly supervised by the staff member assigned to
him/her, and is assessed at each step in the "gradual partici-
pation" in tasks. This two week period is considered a
"probation period." Theoretically, therefore, staff are not
technically hired until they have proven their ability to
apply skills, develop new skills, and demonstrate their poten-
tial to perform the job in the highest quality manner. &taff
who do not perform well in specific areas during the probation
period are given additional training supmort based on their
needs. However, if the problem is greater than "single need
gaps"--interviewing skills, for example--the staff member may
be terminated.

Although orientation training is generally the same for all
staff, the specialized skill training compcnent will vary
according to anticipated responsibilities. The Community
Resource Workers all receive the same training, for example,

but the Area *“Gang" Workers (aside from the training they
receive through their own agency) would receive special training
relevant to the amelioration of gang conflict.

The second aspect of training is the on-going inservice training
provided by the project. A regular evening staff meeting for
all staff is held every other week for two hours. During this
meeting, time is devoted to updating staff on administrative
policies and procedures that have changed or are being insti-
tuted. The bulk of the time, however, is devoted to special
training sessions. For example, each meeting concentrates on
one special skill: interviewing techniques, report writing,
contact with serving agencies, and communication with the client.
The topics for these sessions are selected on the basis of the
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staff trainer's (consultant) knowledge of current staff wean-—
nesses; the need to develop in a new area of program service,
or the need to address staff problems as they are identified
in the field.

Another component of on-going training is the use of special
outside resources. About eight times a year, NYRC organizes

one to two-hour progriams presented by specialists in the
community. For example, a psychiatrist from the Community
Health Center conducted a program on identifying and dealing
with unique problems of clients. During these special sessions,
staff may identify a lack of "experiential skill."™ 1In order

to deal with this problem, staff make periodic visits to family
court, the youth detention center, the juvenile division of
court, the police department, and to other agencies or localities
where their clients may have a great deal of contact. These
field visits strengthen the staff member's ability tc understand
the client and the agencies and resources which may serve him

at some time. In addition, staff retreats are sometimes held to
increase staff sensitivity. The program encourages these
sessions in response to the fear that staff do not become overly
"regularized" or "institutionalized™ in their jobs.

The inservice training program of NYRC also contains special
provisions for staff release time. This release time is speci-
. fically available to permit staff the chance to participate in
academic courses at a local college or university. Staff are
encouraged to take courses in child development, counseling,
adolescent behavior, and other areas which might assist them

in performing better. Currently, about three-fourths of the
staff are taking advantage of, or have taken advantage of,
academic training. Participation in academic courses is made
possible by both CPA and Model Cities. CPA often develops
special courses in conjunction with local universities and
offers these courses free-of-charge to NYRC staff. In addition,
Model Cities will reimburse any NYRC staff member who success-
fully completes academic courses under their advanced education
program.

Although seeking academic training is not a mandatory requirement
of staff, the additional training does have implications for
upward mobility and lateral mobility to other positions available
in the program.
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7.3 Staff Accountability and Client Confidentiality

Because NYRC does not have extensive written personnel policies,
it became necessary to develop certain mechanical procedures
which hold staff accountable for their activities; particularly
with respect to the confidentiality of client information.
Beyond simple procedures related to staff performance--
attendance at meetings, working hours, compensatory and sick
leave~-the general work pattern is flexible and maintained
principally by the staff member and his/her immediate super-
visor. Although the flexibility permits staff the greatest
opportunity for dealing responsively with immediate client needs--
particularly in the case of crisis intervention--it requires
careful uniform procedures for the handling cf all records and
forms which contain client data.

The following summarizes some of the principal data collection
instruments and the procedures for insuring the confidentiality
of information.  Copies of the most important program forms are
contained in the Appendix of this manual.

(1) The School Record Request. All requests for school
records must be signed by the parent. An original of the form
must be presented to the school in order to permit access to
the records by NYRC staff. Once the information is collected,
it must be put immediately into the client's folder in the main
files. The school information request is also used as a mechan-
ism of substantiating parental commitment to assist NYRC in
serving the youth. 1If information needs to be requested from
another agency-~Community Mental Health, for example--parents
are asked to sign a similar waiver to have the information
disclosed.

(2) Contact Record. Each youth's file contains a
descriptive record of all contacts made on his behalf. This
includes contact with the youth (or notes on the circumstances
when contact was initiated but unsuccessful), contacts with
parents, school or court contacts, and contacts with other
agencies. Supervisors regularly monitor these files in order
to insure that regular contact is being maintained with the
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youth and that appropriate entries are being made. In addition,
the program consultant often monitors these records in the
course of program evaluation and attempts to isolate possible
staff training needs.

(3) Individual Client Files. Individual files 6n each
youth are kept in a locked file cabinet. These files are _
treated with the strictest confidence, and are not accessible

"~ to anyone other than supervisors. Staff may have access to

the file only if the client in gquestion is their responsibility.
In most cases, this would be the Community Resource Worker.

The individual files cannot be removed from the office without the
written authorization of a Youth Services Coordinator or the
Project Director. The only circumstance that would necessitate
the removal of a file would be where reference information was
needed for court purposes or agency staffing outside ‘the center.
NYRC evaluation records are not available to the court, although
the legal strength of this safeguard of confidentiality has not
been tested. The files are never mailed, and do not go out of
the presence of the person to whom they have been assigned.
Clerical staff do not have access to files and cannot ‘read

any client files. The typical client file contains information
on planning action (known to the program as the "road map"),
personal history, assessment information, school release data,
school record, contact with other agencies regarding the youth,
copies of correspondence, employment data, and other miscell-
aneous information which the project collected in the course

of determining the best service plan for the client.

The principal procedure for supervising the activities of staff
in their contact with clients and data collection is the Daily
Activity Sheet. Reports from Area Youth "Gang" Workers and Com~-
munity Resource Workers are required daily and must be completed
within 24 hours. Regular monthly reports are also required from
the social worker, attorney, and Court Liaison Cfficer.

Because assessments of a new client must be completed within

48 hours of initial contact, or of the first visit to the home,
accountability is extremely important. Weekly projection forms
which plan activities for each week, are required by the last
day of the week preceding the plan. All Community Resource
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Workers are required to submit the plan. The Supervisor may
also request special reports, which are usually submitted within
24 hours. The weekly plan insures that staff carefully allocate
their time and resources and guarantees that activities are
organized, well-directed, and easily monitorable.

On a typical day, NYRC has a myriad of staff in the field working
to assist clients. 1In order to hold staff accountable for their
field time, they are required to complete a Sign-out Sheet when
they leave the office, or know they will be out of the office.
This form is maintained at the main desk. When staff are out

of the office, they are required to call the center every two
hours. This procedure guarantees accountability, insures that
messages get relayed quickly and efficiently, and permits
supervisors to know where their staff are at all times.
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CHAPTER 8: PROJECT OPERATING COSTS

In the Fiscal Year 1972-1973, NYRC's third year program budget
totalled $285,342. During this period, 1,027 youths were

served. This yields an average per client cost of $277.84.

535 of these clients were enrolled in NYRC's direct service pro-~
gram, receiving project counseling, evaluation, and referral
follow-up support. The balance of the clients--492 target area
youths--were recipients of NYRC's vast network of informal refer-
ral or ancillary services, such as organized recreational or.
cultural service activity support.

Although exact figures on the per client cost differential be-
tween providing direct services and more informal services are not
currently available, it is important to note that NYRC's direct
service program clients are probably absorbing a higher propor-
tion of project costs. This is not surprising since the project
staff estimate that 60% of their time is expended on referrals
and follow-up (which is exclusively for direct service clients),
20% is spent counse