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(Those parts of the p~oject included in this report 

are the Centr'al office ,Sunset Energy and t.he Neigh

borhood Assistance Center). 

Nay 15, 1972 

This repo~t is being submitted to CCCJ for the purpose of evaluating 

the p~ogrClms submitted by the Neighborhood Alternatives Project (NAP). 

The information included in this report ,-rill cov,::-r fill programs of NAP 

except for the Western Addition Youth De~cr.se ~oject. A separate ev~luation 

will be submitted for \l!A YDP. The da ta ga thered ~ Cl' t.~:'s ~'aDoJ:'t. ,,;ere 

a:rrived at through the use of the methodology presented as Cln appendix 

to this report. The data are set forth in a manner that <~losely res-

embles the parameter put forth by CCCJ. Discussion first of the project 

goals is follm'led by discussions of the individual programs, administration' 
-

cf the p~ograms and finally the ope:ration of each. Inasr.1Uch as this 

report attempts to give a sense of each part of l·TAP no attempt vrill be made 

to present a comprehensive view of NAP. For a thorough discussion o~ the 

-" h .. ,,"' l ' f 'J.. J..' .... 1 .... "'0.,. ... '" progran:s oj. eac proJect. vne reac er lS 1'e errea vO vne quar",8l' .'1 _ Gl" ",'V" 

and the grant proposals for NAP. 

An eSrea that hCls not been discussed in this eVllluation is the political 

imp?ct of this project. A word here \·rill suffice. The thr-ust of the programs 

has been as much political as it has been delir.quent preventative. The 

bsk for NAP was thus struct.ured because of the reslstance tOi.jArd revolution 

or change inherent in the political system. }!AP has had a-'difficult time in 

defending itself and what has developed in the interim is a cynicism tOiolard 

the good faith of liThe System::. It i.;ould be a mistake to find feSult in this 

attitude inaSMuch as the so called establisr~lent helped foster this opinion. 

r,ve of the evaluation tec1m feel :iA? has off8~ed one of the rr.ost vi;;ble altar

natives to the juvenile court systern~ ~vailable in the Bay Area. It is 
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hoped th<lt thofie toJ'ho 'look overt NAP will be cognizant of this fact ~nd 

not take umbr8ge in the fact that NAP has at times been an obstreperous 

child~ 

, 
\ 
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THE CE~~RAL OFFICE 

Adminis trfl tion 

As the quarterly reports and the preliminClry background statement of 

NAP have indicated the centra.l office i~ in. the process of terminAting its 

activities,8s the fiscal Clnd resource center of NAP. The programs' central 

<l. 
office vlas originally conceived aSl\temporary unit of the pArticipatine COrIm-

unity projects in as much as its task 't-las to train the projects personnel in 

W8YS to develop lines of communication 't .. rith potential services and resource <Ig-

encies as well as acting flS the legitimizing agent for grant funds from 

federtil. state and local sources. Inherent in the orit!:inal bl'onofl<ll 1.ms t.ho 

notion that the individual cotrmunities Were better suited for the dovolopm~nt of 

specific treatment ideologies. Therefore while the cent.ral,office took on the 

role of program facilitOltor and accoll.Yltant for each proj~ct during the first 

year of CCCJ funding it was presumably preparing the individual projects for 

independent ~dministration during the the second year of operation .• 

Much of the centralized program direction and resource develop~ont then has 
" it,.:; 

been discontinued by the central office to allOH each project t.o test t~m' 

abilities in the arerl of self-administration. The cent.ral office ·fhf'tJ. a series of 

moeti~gs and skull sessions vTith each project assured continuity in this process 

thorefore the t.rauma connEcted ,vi th ac..ministrative reform l ..... as rniniT'lized. Bot.h 

Enorgy and NYAC have developed methods of self administrat.ion vThieh need little 

or no assistrmce by the centr<'ll off tee in tho area of p0rsonnel manae;elnent. 

program development and fiscal rnsponsibility. The 11l'ea thClt remains the rospon-

s1.bility of the contrC1l office is thot of p1'ograrn tlccountnbil1.ty. 

(3) 
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EAch proe;r~lTi h~s relied upon the direction of the cAntral office 'to accoun't 

for cLien't ac'tivi'ties and oreer 'the !OrmaL recordS so 'tha't 'their ac'tlVl'tles 

W'Ould appeAr 'to be Legit1Inat,e. Unl'o::."tuna'te.LY, 'this 'task should have been one 

d e.: 
01' the I'lrst passed on to each projec't because 01 'the fJf'th 01 1orm;;u, aa'ta re.Latlng 

'to project. act.1.v1.t.'1es and CLlen'ts. the ln01V1Qua.L proJect.s(vrere able initially 

to disregard ~ormal records because no specific demands 'Vlere raised during the 

first year by the granting agency, local monitors and the central officf3. Conseq

uently when accountCIbility Has raised the central office 1·ms placed in the 1l.'1com

fortable and often impossible position of making d~ 1nth inadequate information. 

This buffered e~ch project from outside'observation but created endless meetings 

't-,ri th different conuni ttees and task forces on both the county and st~teHide level 

for the central office. The central office in tUl"n requested substant1.ve mat'erials 
, 

frOI'l the individual projects but due to the oY'ieinal bias of each project agai.nst 

"records' f per se, there was little the central office could do to account sp<:Jcifica-

lly for the projects substantive work. It must be emph~sized that this problem 

'Whi.ch crt. times takes on a much more important role than it should for both the 

state: local and NAP personnel is due to. the lack of consistent and articulate 

guidelines' for program priorities and perforrnance by CCCJ. I 1.rould indeed agree 

that the individual projects are and should be held accountable but to change 

the format of accountability in s6ve::."al areas several times over' a period of two 

years creates a litel';:Il 'vaste of p~'oject resources due to the restructuring of 

programs around the requirements of the funding-'a'gency. 

From l'ly res8C'lrch I ioJ'ould l~stimate close to 50% of the second year personnel 

costs for the centr;:ll office H0l'e spfmt on crises over progrc'lm 7'lanAe;ement i..ntrO-· 

ducod by the state or local fundine agencys HOl'kinp; with ~AP. This from my 

vantage point can be desc:ribcd as Haste, inasmuch as 'agencies on the averae;e 

spend from 20 to 30 % of administrative pt.,rsorlnl'3l ti..me on errlDtmAnship. In 

(4 ) 
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addition the confusion Clnd antagpnism creAtod by contradictory requests mAde to 

ellch progl'ClTll of riAP has caused the developl'lent of resentmont bet~.Jeen the central 

office and tf~c individual NAP, progra!YiS. rr.uch of the difficulty expGl"ienced by the 

centr~1'0ffice tm.;rard program a.ccountability could have been averted if the CCCJ task 

force and staff had made articulate and coordinated demands upon the projects 

~arly in its development. Hithout this adl'ilinistrat.ive contl"ol the progr8ms 

developed snca psulAted systems of accountability "rhich 't,rere structured in such 

a vlay as to deter outside observation of progNm performAnce. 

The centrAl offi.ce should have forseen this difficulty somewh;:lt clhd helped 

specifi.cally in the development of a system' of account~bility for reach program. 

This should have included some ovel':i.e'tol of program performance Hith specific 

benc~~8rks that could describe st8ges of development and achievement. vTithout 

these, program description and evaluation has had to rely upon qualitative 

, d t ~, t'.j. ..... ' t Jug emen s or ea cn progr8ill S ltnpa c u 'tVl. un ou. a parallel substantive review of 

program progress and achievement. Again it is important to note that probably 

too much omphasis has been placed upon this aspect of each program and a con-

f ·, . ,I l' t sequent obscuring takes place 0 ~ne proJec~s rea lmpac. It is the opinion 

of this evaluator and his staff that this project hDS had one of the gl"eatest 

impacts upon del '~nquent youth in the Bay Area, and that this is due to the efforts 

of those staff and administrators who have refused! to be diverted from thei.r 

h l ' d l' t .... h The nec.d 4',0 kno'" exactly Hh8t, iolhen primary purpose of e. plng e. l.nquen yOUl' ~ '" \ w. 

and where this !i.elp Has Clccomplish.ed is crucial but 't.;re must not let inarticuhte 

and imprecise Clccmnulation of t.his information destroy th.e legitamacy of KAP's 

efforts to aid ~e1inquent youth. 

Recol'llTnend8tion 

Except for project accountability the c~:--ltrnl office tAB carl.'ied throue;h 
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itt": . own f1.rst year mandate of pAssing 8chninistrC'lti..ve· eontrol onto each 

progrClrrl through trcl'l.ning and coo~di.n;lting thG stElff of ea'ch project in the area 

of personnel H.~mClgement~ proBx:am development <lnd fiscal responsibility. It is 

our sueeestion thrlt before the staff of the central offi..ce terminate their ad

ministrativo rel,;ltionship "Tith each program t.hey assure project accou..'1tabi1ity 

on the part of ea ch progrc:lm in the area of l'ecord keeping (ie: basics of hOIoT 

to kf:ep r2cords relating to clients , client progNTlls and staff). and hOH to 

array them into some meaningful patt~rns that will be acceptable substantive 

descriptions of their programs. This is necessary not only for continued 

financial maintenance by CCCJ but more importantly for community funding. 

To develop the rnuch needed comnunity funding next year there must be more sub

stantive material available for meaningful evaluation by these agencies. 

In addition fn;.". our evaluation it is obviolls1h.if·the staff of each progra: 'Is '-
somewhat ambivalent as to their impact upon t.he client populClt:i..on. This is due 

mainly to the lack of'subst,lntiv8 feedbAck on progr<1m dcvelopm~nt and Achievement 

to the staff, they have only their QI'm isolated accomplishments or failures to 

relate to ,.]hen considering progrClm success. The developm~nt and analysiS of 

program records. we submit, would allay 'much of the ambivalence felt by tne 

staff towClrd progrAm success. 

Resource Development: 

The central office for the past year has continued the development of a 

number of fin8ncial and property gNmts from both private and govel'nmental sources. 

These have included GSA su.rp111s property, Vist~ Grant, ;:}an Francisco Foundat1.on 

Grant, OBO Grant. and a UBAC Grant to name a 

program WAS brought in to tho central office 

representing n~~ber. 
','cs 

t.o hp,lp devt'~lop ~ 

At first cach 

( , t ' ' 
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needs wi thin each Brant applicntion, later NYAC and En8rgy developed their mom 

er;mt propof;llls with the aid of the central office. 'fhe turnover of resource develop-

ment to t1ClCh progl'am has been q~ite successful considering the lack of expertise 

of the program personnel nt the outset of project funding. It is a reasonAble con-

elusion that NYAC and Energy with the help of consultants personnel are o,&e

qucr.+el y prepared for the tClf'·k,01.' carryinr; on the development of financial and 

property grcmts for their respective programs during the third year of CCCJ funding. 

At the end of the first. funding year Energy and NYAC had been pretty well in-

tegrated into their respective corr~munities. The development of cit~wide resources 

and controls H8re needed during the sec()nd year and the central office developed 

a numb!?r of primary contacts with educational lega'l, welfart'l and real estate 

servicesa For example, the progl'arr.s had to incorpo~ate in order to maintain tax 

exempt status. The central o!'fice coordinated and assu::.'ecl that incorporation 

would be facilitated by Horking closely wL,h each program and their volunteer 

(lttorneys in drawing up and submitting the necessary papers. Ilgain. each program 
,{;,5 

is better able to identify t.fl:.~r own community rGSOUX'C<3 neods nOH due to the 
OVC'.C-

extensive on the job training the central office has rnaint.!li.nedA'che 'PAst two years. 

Proeram Development: 

As has been stAted previously progrC'l'll development has been shifted fro['1 t!'1e 

centrAl office to each program. The development therefore of progrAm priorities ioTaS 

dependent upon the expressed progr8m needs of <?Clch project. For (')xAmple, NYAC indi-

cated for their progr€lm to develop accQl'ding to thr-:'i..r St8t0d goals it Hould be 

necessary for them to have a larBer cent~?r. The central office in conjunct'i..on 1.nth 

!'-I'YAC personnel beBan developing .resources ,·rithin the' city to detel'mine the possibility 

(7 ) " 
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of procurine D lArger building in the Hunters Point Area. The central offico w~s 

~ble to help NYAC in seekinf, out certain resources but the development of the 

progr~m ~"ClS dependent upon r,T'YAC' s OHn eArpressed needs. He CAn see once more tho 

central office h~s effectively transferred the program development fQ~ction to 

e<lch Ap.;ency in such a way as to assure a certai.n deere0 of success. The cenb'al 

office mAintAins contActs • .,hich can be actualized when NYAC or Energy e}.rpresses .9 

progr8m need. Program development has been entirely eliminated from the central office 

in order that each project may learn to develop the requisite skills to maintain 

itself after the central office withers a • .:ray. 

.Fiscal Services: 

Tho ccntr:~l office !'leint;linec:1 An ; nhnllSA CPA to handle the finances of 

each program as well as the central ·office .. This "ias the last direct service to 

be transferred to each program. The central office administered this part of the 

progr.€lm because of the complex and often confusing ~equirements set dmm by LEAA 

for mAtching funds o This Has a monumental t.ask up Ul'ltil late February when 

much of the confusion i.,r?,S removed by administrative fiat. Up Ql'1.til then betvreen 

35 to 40'% of the project director's time Has spe~r'jt .Rttempting to bring some sense 

out of the administrative jumble that was connected '\.;rith matching :fun as • t;ach 

progr.Rm 1.S 11.nancJ.8Lty 1.naepenc:.en't as or t.he 'thJ.ra yearo lUnd1.ng. The program 

01.rect.ors have been invo~vea ~or.t.he past. year 1.n t.he aa~J.nist.rat.1.on 01 grant. 

lunas t.hereloroe 'trans!'erence 01 t.h1.s service shou~a be re~a't1.ve~y prob~em~ess as 

lone; as LEliA and C'CCJ rllAintain the current guicleli.nes for grant funds and matching 

services or funds. 

., i 

Pi~SONNEL 

The centrell office is made up of the projel:'t di.rector, resources consult-

ant. and an administrative assistant em.played full time. In addition there is a 

CPA and a secretary employed pin·t timEI. In ClS much as this office is being term-

inated discussion of personnel 1.;rill be limited to a few brief points that refer 

d~rectly to the operation of the individual programs themselves. 

Recommendation: 

With the terminAtion o~ the central office it is im;?orttlnt, it viould seem 

to us, th.Rt each progrAm retain either the central office director or the 

resource developer on a semi-permanent basis as a consultant. As is indicated 
is 

in each program evaluation, the administration of each program/i-Tell under control 

"nternally 'out t'na+ .;n ..... · m ~ f t '.... . J.' J. 1 ..... v v..... ver.s 01 U ur'8 program oev 8.Lopment. 1. v J.s ex"re:ne y 

important that each program have contact w-ith more experienced persons in order 

that they may develop the needed city and state resourcer.. 
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Su..'1set Energy (SE), founded in October, 1970, is located in a preclomin-

antly whit\~, raiddh~ chss ~ civil servant communit.y. Its populac8 notes "lith 

sAtisfAction the clean and modest structures that dot the tract. Juvenile delinq-

uency is seen by mont as occurring in those flotherff areas of the city. This view 
" 

has been challenged by those Hho have been Horking Hith youth in the Sunset for 
I 

the last feH years. An increasing incidence in youth eited to juvenile court 

and j"nternal youth conflict hBs helped change mllny a mind regarding delinquent-

free, middle-class com."lUnities. 

SE has followed those precepts set forth by NAP with particular e~phasis on 

the needs of youth throughco..rnseling. SE identified schoo:' and p~obClt.:'on as the· 

major client resource early in their development. Followir.g a period of in-

formAl negotiations. referral systems i-rere instituted 'Hhereby schoc/ls and probation 

turn the youth over to SE if the, youth request;; SEe 

SE developed around the model of a youth resource center. As a resource 

center it directs its program to youth Hho :-lave been described as delinquent by 

either the juvenile court or school syste!Q. Their concern is in handling youth 

who Bre either labeled delinquents or are i.n the p~o·cess of being marked \-lith this 

label. In developing a concern for the youth in trouble, SE has described b'TO 

particular goals -which must be reached before their program. can be successful 

in Horking with this conmnL"1ity 1s youth. 1'he first goal deals ,-r1th staff priorities 

and can be separated in t~'l'0 sections. One is establi.shing legit:i.ln8cy with the 

youth end adult populat.ions of tht; COilltr,u'lity. Bocnuse of t.he com-:mnity's n.;;tul'al 

pre,;udice against cO)y(llunity action ccm!',crE'ld around t.roubled youth, it i-TaS felt 

that emphasis had to be plBceci 011 \'Tinning the support. of the Adult cOl1ununity 

, , 0 > 

I 
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Hhile 58 ,developed youth legitim<1cy t.hrou~h project proErams. The second is 

est.C\bl i.shing a one-to-one counselinr; and t;l'OUp counseling proerarn. for their 

clients. Cou'1seling that offers flflch client a '-Thole r"mge of alternatives 

consistently is seon as the main task for the staff. 

The develop!nent of comnunity alternatives has been described as the second 

maj or g081 of the proj ect. Tho proj ect direct.or as vrell as the Pl'oj ect f s bOflrd 

of directors have indicated that fllthough the Sunset is an affluent com'1\unity there 

ell'e few services for Ifouth in trvuble. 'r,-pecially s "'rv·1.· s h .L f h ~ w~ , .a ca. sue as ou~-o -_orne 

treatment. are lacking in an a.rea 1-ihere there is a distinctive increase in the 

number of runaHsys reported to the police. Alternat.ives for this project ~ppear 

to be directed toward Bct.ivities rather thBn direct intervention in behavior. 

SE has placed pri.mary emphasis upon inte:cvening \-lith children in trouble who 

are in the J'uvenile J'ustice svstem or in t'ne sc'nool .~ysT.e~.,. T'ne ac.Lu~l nUlb v .. ~ _.,1 • • \, <. m er 

in Table I. It is important to note that these figur~s represent the formal 

caseload. SE has found a number of youth who ,-rant to be a part of the program but 

not a client as such so these youth are not carried as formal clients. If this 

group were to be statistically represented we i'Tould suggest. that there .... lOuld be 

between a 30-35% increase in the total number of cases. Tac.le II repres en':s the 
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cohorts SS dealt HUh, the inform.al cases "I,ould bc> """inJ.y 1.' "', ~ ",n " the 12-13 year old 

cohort. 

To assess the impact ~E has had u""'.,Jon the Cll' e."".+ 1 J.' v popu avlon descriptive inter-

viel'is '.vere mClde Hith a sample group of clients as 11 _ we. as a st~\tistical <lnalysis 

of the recidivism rate of t'ne I' t c, len,s of SE. The statistical analysl's ~l~~ wad _ ,<>,~ '" e 

by gathering the names of those persons knm·m to have been referred to fiE by YGC 

form81ly and then Cl check was made of the lUC records _ as to Hhat the disposition 

e 0 ne Bck of time and resources available of the children Has in Nay 1972. Du t t' 1 

for the Gvalur.1tion it Has impossible to array these clients l.h terms of the exact 

dAte they were roferred to SEt therefore He 'vill deal with those clients '(-7ho Here 

referred from October 1970 to September 1971. 1.1' d _ "Ie nave eleted .. the group of 

clients referred to SE f Oc" 19 1 t rom t.ooer 7 '0 ;'larch 1972 because of the need to 

siva a six month spread. to this ·o~roup f l' or ana YS1S. HUh. om N of 88 (100:6), 

4.5% (n=40) st.ill ren1a 4n o'n . , ... i:.ne act.ive list at YCiC, y)~ ha ve been (;l0;;.;e(j, 

which have satisfacto:C'ily completed their probationary periods. Of the 4.5% remain-

ing on the active list only 8 (91) h' ~ 1 ,_ ave oeen r81.i ~cl on and subseqt:.ently have 

been placed in other services. Of the l' t t' . c ~en s :1ai:. Here ref(n'red by t:ne schools 

or were self-referrAls, none have been l' f d t '~C f 6' 6 e erre '0 iu or a 01 or 02 violation. 

Sixteen clients Here selected to be inte:cvieHed by the evaluCltion staff to 

determine the effectiveness of SErs program from a cl~e-n+: 'J. f ' ... v pOlnv 0 Vlel<l'. All of 

t.hose interviewed stated that SE had helped d' J.l pre onnnenv y in keeping tht'lm out of 

trouble. Those services that 1-rere referl'f;d to as being most helpful were co~~selin~ t:l 

and group raps. Host of the clients felt t~at .!..\., , f ~ d' v .• e se:r'V1ces 0 lore oy S'3 were 

quite informal and shou.ld remain unstructured as they are nmoJ'. 08ch client is aff-

ordeel the t 't t oppor Jun~ y '0 select his or her o:m counselor at SE. The counselor and 

1m. Or'lna. understandine;s before there is any counselee work each other up ahd reach ,~ 1 

. I 

formal assignment of one to the othor. Tl:.is has worked out excellently for the 

client, there appea:cs to be a genuine rapport existent between tho client and stl'lff 

that is directly related to this 'self-selection 1 method. 

1'1:"1ile SE rna inta ins a stock of referral agencies that. they can refer their 

clients to if need be (ie: Drug Abuse Cer-.tors, '.(.'.·ent.al h"'lath centers ::.tc) tnere - -". ,,~/. , ... 
is little or no formal use of these facilities by the staff. Up to this point the 

staff have felt that the client population needs close contact 'I<lith A significant 

ottAr and referring the client tf) ahother service would only add to tho overly 

bureCluCl,C\ticized VTorld in Hhich the youth must live. TherElfore the st.llff memb~r 

'l11ay utilize other services but only throue;h info::-mal contacts, t.he client is not 

poassed on he is t<lken through the other services by his counselor. The clients 

intervieived felt this Has very iw,portant fo::- their ovm understanding 0:' '\.;hat they 

needed and indicated, covertly, that their C012 .... 1s010rs ::proved themselves" b:l going 

through thf}se bureaucratic mazes with the!-:1. 

Additionfll to the forma.l case1;'iOrk of SE, there is a i'Tide variety of proerams 

which supplement the resources irithih SR. ':;:he staff includes parsons "rho are 

experts in com'llUnicCltions Hho can help SE to become more public, \o)'hi.ch it desper-

ately needs right no1-)'. Persons who i.jork the streets i::'1 order to develop informal 

controls ivithin the client cOT1T!l1.unity to detoxify potentially destructive situCl\"ions. 

Persons \-Tho develop ro:'e:('ral resources such as foster homes. Persons '\>ino develOp 

and maintain parental support for SE programs .f1r.d persons i-rho serve AS liasons 
(2 ) 

between the schools and the probation office. r~ach of these services provir
1
e 

cO~llu.'1ity ::-esources '\.,rhich help develop the long range intervention goals of SJ!; .• 

In order that the eV<11\!liti..on bo concise ~rn.:ch of the d,)scl'ipt.ion 0: pno
e;ram has boen deletGd. l'hG qua:r't~:rly :'0ports contain o)~Ct)llcr:.t ox<'tn(pl~f, 
of SE prc~r3ms Dnd the rCBdc~ is reforrDd to those reports for a broader 
and morc specific t.reatl:!ent, of thm,o procrcYr.s. 

(13) 
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Namoly to prevent 8 1.31'e;e portion of those youth Hho aro s~mt to YGe now f~om 

being sl'lnt therf-l. For oxample. SE has been used by GL:mni~'1i JunioY' Hieh School 

throe ti.mes in tho past months to cool II I1riot". 'rhesG situations "\.)"ould have 

norm.'l.L.i.y J.ea "1:.0 pOJ.ice J.nT,erVent1.ons bu"l:. ~t'~ HAS abJ.o 'to mOC'J.ate the situation 

prior to of!'1.Ca.L intervention. The abi.Lity to head of'!' .Like situat,ions is an 

obvious necessity for programs of this 50r't unfort~"1a'te.Ly subs'tan"l:.ive "prool''' 

1.5 olT,en J.ess J.l'lipTeSS1.Ve because o! 'the .LacK 01 st.at.1.st.1.C8.L eV1.aenco. 

There! ore serV1.ces 01 "l:.h1.S sort. .Lose l.he .Leg1.T,.l.macy and importance they 

deserve. The evaluation team feels [,hat these aspects should not be only 

mainr.o9ined but 81so exp8nded HhereveT possible. The potential communi~.y 

impact is most impl'essive. 

Administr'Cl ~ion 

SE has experienced a n~~ber of Administrative tra~~as over the past year. 

These -have been due mainly to t'he imprecise goals the agf-ln~y had set for itself 

along with a pretty ine:x.-perienced group of staff mel'1bers. The program t.herefore 

has developed in spurts Hithout w.uch supervision or di:-cectio!1. t~S is indicated 

in the descript.ion of SE's impact upon t~e client it w'ould appear that the lack 

of specific direction 1·;ras not necessa::-i ly det:d.mental to the devoloprnent of ser-

vices by flEe But with the lack of direction, developed a lCick of accountability 

and 8 some1;lhat 1<lssiez-faire attitude of the staff toward program needs. During 

the first half of the second funding year the program seemed to be aimless 

because of the lack of admi.nistrative coordinat"i.o:1. St'lvera1 personnel moves were 

record keeping of d<1ily Activities of the staff ,1M one of many steps t,~ken 

to l.:)rin~ 51-,aff accountability into 1ir.(-I. Hith tho addition of a new director n8H 

(1 it) 

adll1ir.istrative reforms '-_ave '013·.,...., •• l",-",c'" -0' l! . ~ c. ~.. _. l:J • This Hill assure some degree of 

program feedback to' the staff so that program goals can once nore be discussed 

and arrayed in terms of their import.ance to t.he staff and clients of ~ E. 

Recommendation 

S E should develop a specific inhouse evaluation 1..-hich can gl.' ve th _ ' em precise 

feedback as to their success or fA il""",,, ~n +h.e f 
IoU ~ "- <--" ('.reas 0 program, personnel 

and comrnunityo This evaluation "lould give S E the necess::lry informAtion About 

themselves to develop real progrAm goals, and staff coordination and cooperation. 

Operation 

In assessing the operation of S EthEl evaluation teaT!! scheduled intel'vieHs 

with the San Francisco Probation Dept. (YGC) and 5chool Dept. (,sD) to determine 

their eV81uation of the S E program. Of those inteY'vie,Ted at YGC it 1;-!ould seem 

thtlt the general consensus at the line and administrative levels tOi-iard S E is 

fAvorable. There is a feeling that t.he project Horks ,rith the child referred and 

that there are services rendered to ~h h'ld 'T'· . v.ese c. 1.~ reno nell" cr1.ticisms Here mAinly 

focused on accou.'1tability. The progY'am does not keep the P. O. 's 1,·;e11 enough 

informed as to the SUCcess or failure of the clients referred by YGC. This 

leads to confusion if the child is brought LO YGe for 8nother offense. As one 

P.o. stated:llthey want t'ne'_·r ca'.:re and eat it. +oo .. r~ "'h' .(' d t ~'"'" d • ~ v _ v _ L11.S re~erre 0 'l~ S suppose 

lAck of accountability to'toJ'ard particula::-ly troubleseon;e clients. lIIf they (the 

client) diSAppeAr, S E forgets t.helr-. Il ~tJhc:n questioned Y;101'0 specificnlly about t.his 

the P.O. 's were unablfJ to cull out speci~ic CAses ioJ'horo t.his occurrfJd. It 

"Tould seen to t.he evalUl1ti.oi1 t.eMrl thGlt th0 objoct,1.ons to fi E by YGC havEl SOmE) mel'i.t 

(15) 



in that little or no feedback about l'eferred youth to the individual Pn O. is 

A b ' - 1 .... i"O la' 'oe .... 0 s'naY'.;:-> the general progress the AVClilAble. pro aD.Le so u ... 1.on v U \, _ ~ v .• 

indi.vidual SE client is making l-Tith YGC. 

The SD, iolhen intervieHed, indicated a real sat.isfa ction with ~"E. 'rha so 

hAS allowed the development of small rap courses in the afternoon at tHO schools 

with presumably positive resu.lts. Additionally S E personnel are Clround when 

they are neoded and the classroom teAch.ers have found their assistance invalua-

1 . . 'fI.he onl" pI'oblem the ;,D discussed Has one of coordination. ble severa ~~mes. J • 

It .. Tf,\S felt that SE should coordinate personnel better s? that the SO could 

plan on certain pers~ms being available at ce:..~tain times. This Hc.'uld alleviAte 

bl f h 1 ,_'n thd~t assion-ned personnel could receive IO Cards and pro ems 0 sc 00 access 

be alloHed free acceSs 0 .... esc, 00 s. a L ._ .. , t Lh h 1 Th 8D pl aYls to ut;i.lize fiE in the fall of 

1972 and is quite positive about t,he development oi' !nO:l:"e P.r·o6:r'~la5 w"ith 0w. 

Conolusion 

It T'ro'uld S'" , 11.' shed a number I)f imn.ortant achievements over , ~ appear.D nC'ls accomp. _. 

the past year. The program has grown in resou.rce depth as ,;·rell as pr'ogram depth 

of t 'n1." s ~_s t.'ne remarkably lOiol recidivism rate t.hey experienced after a conseqt:.ence ". _ 

f ·.t. f .1.' ''''L~e pro.;:::rar·~ n:::.eds to st:cucture itself more care-their U'S ... year 0 opera l.~on. H ~., ~ 

1 ' .... b . d .t.h" can state +'."',at STi: has A ccomplished those goals it set for fu.l y, au... es 1. es ... J.S iole _ v _ _ • 

itself in the second year funding grant y·equest. 

I • 

. N11:IGHB02HCOD YOD'l'H ASSr::::TMICE C~NTER 

The Neighborhood youth Assistance Center (NYAC) WAS founded in 

Februnry 1971. The cente~ is 10cC'lted in the EQ~tersf Point area, which 

is the Southeast corner of San Francisco. The trC'lct is C'I large, poverty-

strickfm,black commu"1ity. Crime and delinquency a1'e everydny problems Hhich 

this .community has learned to expect. Coordinated cotr..:-:luni ty a ction has 

been difficult because of the large geographic area which this trAct coval's. 

Conseque'1tly, there are a nlL'1lber of pockets Hhich rarely receive services 

or programs whether cor:ll11unity orient.ed or not. 

l'.:"'YAC considers its mC'lin task intervention vlithin those COmTIlU'1it,Y 

81'e8S ~Thich have trClditionally received little or no services for delinquent 

youth. Because of the lack of services in the areas the NYAC serves, the 

dir'ector h8s established a progrC'lm goal of intervention prior to offical 

processing of the youth. This goal o'oes not exclude the crisis int.ervent.ion 

aspect of the program but puts the empha~s on delinquency prevention. 

The dir'ector in estClblishing the structure has indicated that an irnpOl't.::lnt 

aspect of the organization of the project is to tie the youth groups into 

the decision-m8king process of' the project. This "(.rill help set up progra~ns 

thc:;t are meaningful to the youth. .6.8 a conseo.uence of this, programs are 

being set up that have not traditionally been seen as alternative activities 

for youth in trouqle (e.g. coast8~" bu.i1.ding, fir-ger pAi:-1t.ing, and c<lndle-

making) • 
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Along; with the client oriented services NYAC plans to offer, staff 

hAve been recruited especially ~or their abilities to relate to the adult 

And youth COI:1l'll.unities. It is hoped by the staff tha t~ in estab1 ishin~ a 

project Arm of this sort, it 't-1ill be able to Hork into the comrnunity on 

a resource sharing basis rather than on a competitive bAsis. This perspect-

iva has led to Oln initial outreach of the project to commu'1i.ty resource 

centers for the purpose of obtaining services and goods to be used in the' 

future by NYAC. Such comrnu.'1.ity agencies as the Community Health Center, 

EOC, LocOll Development Associa-r.ion, BAyvieH HuntersT Point Comrnu'1ity Coll-

ege Imd Sinton, Hiottel and Company ( a real estate broker) have been con- , '1/ e:-C 
tacted and volunteered resources to the ~lrAC. 

NYAC for the past year has developed programs ,\-1ith t;,e project lTlAnd;:;te 

t.h:") client. !10!1111~t;i.on can best describe its GI·m needs. The NY.4C st.Aff 

states that they are there to actualize the stated needs of the client. The 

staff attempts to accomplish this by describing to the youth what he must do 

to :Os able to achieve his needs. stress is placed on the fact'that t.he clients I 

b'ehAvior not only reflects on the client but also on the bla.ck comrnunity. 

Dienity And solf-aHarE'lness b\~come primary conc(-)rns for persons patri.cipa ting 

in the progrAm. 

To represent some substantive feedback as to the numbers of youth in-

valved Hi th 'this p:r,oeraln~ vIe hove ~ cll'rayea th(~ ~"IAC' client' populAtion in Tables 

I and II. TAble I reflects t.hG n\.unbers of clients ;JYAC has' CArried on its 

l"ecords for the past year and" tw-o months. rho fi~ures repl"esent all persons 

(18 ) " 
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who use services above and beyond the phys1.cal acttvities program aVClilable 

at NYAC. l'able II Tp.flects the Age coho:::-ts NYAC dealt viith, those involved 

1-/'ould be )7Jai.!1ly i.n the 12-13 and 18-28 

ye::.r old cohort. 

Referral Feb. '71 July 71 Dec'71 

i\gent June '71 Nov'71 Apr'72 Tcto..-fs 

~O2 21 40 33 '9 if 

12 26 31 b9 
601 

School 8 13 17 
3'9 

Self :'27 36 46 I 0 9 

Total 68 115 127 ?.. J f) .. ; '.' 

Feb'71. July'7l Dec'7l 

Ju.'1.e '71 Nov '71 Apr 172 

Ages 

12-l} 13 28 23 

14-15- 23 41 54-

l6~17 32 46 50 

Total 68 115 127 

To 8ssess tl)e inpAct NYAC hRS had upon the client popul:1t1.on a r;roup 

of clients were selected to be inteY'v1.()vTed Cllone 'Hi.i..h A sbt.i.st.ic~l analysi:'l 

(19 ) 
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The st,11t.istic111 analysil' .... rfif; 
, ... 

Clccolf:plis\;ed by gClthering the naWlS of t~ose persons t:noHn to i:ave been refE':rred 

to NYAC by YGC formAlly and then 11 check was made of the YGC records as to "That 

the disposi..t ion of t.he clients ,'711S in E;:;y of 1972. In o::--der that son~ spread 

melY bE' e;iven to the NYAC client populat.ion VJ~ '-'.Ct."c a.n-o.'Jc!l.the YGC cHent 

group t.hClt WaS referred beb-reen February 1971 and Nov.197l. Hith C'ln N of 99 

(lOO~),55~ remC'lin on the active list at ruc; 45% have been closed as cflses 

vlhich h8ve satisfCl ctorily completed their probationary periods. Of the 551. 

remrlinine on the 8ct1.Ve list, only 18 (18~ of ti'le or1.gin<'ll N), hl1ve recidi-
I 

v C'l ted. \Ii'hen this -figure is further ana lyzed, we find tho t 5 of the 113 

(c1.1.ont,!1 that recidivated ) "rere referred to NYAC by YGC at the t1.me t.hey "Jere 

. being sent to CYA or the County Ranches. !\Ty'AC duti:fully carried t.hese persons 

::lS c1; Ant.s Aven though they had no opportunity to refer services to theI'!. 

Therefore t.he recidivist figure should be amended to delete these five cl1.cnts 

making C'I total of 13 or a 13% recidivism rate for thOSe refen'ed to NYAC by 

YGC. 

Twenty clients and th~~r parents were selected BS the sample thflt Hould 

be interviewed C'lS to their att.itudes t01.;ard the services rendered to them by 

NYAC. Initially most felt NYAC had helped them tremendously vrhen .... roY'kir.e: v,rith 

YGC. It Has felt that the NYAC counsellors v!ere quite effective in dealing 

,.rith the formal system and a good deal 0:' confidence "i~S engendered by thi.s 

service, Beyond this point opinions varied as to NYAC's i1bilit.y to render 

l1eaded services ..... For the majority of those intel'viei'Tsd (17) the juvenile 

, t 1'1 r r~m wa~ con~l'd0red ~olD~ul For three clients the services Were a 5S 1.S 'f\ ce p og <> '" , ,-, • - ul:., J • 

c:ritic-Lzed because they lacked conHnui.-;,y. This iVA:=; causHd by the hck of 

20 

fol10Tt7 up by the st.qff and or subsoquent loss of cont.8 ct 1.rith the client. 

k f f 11 ~ thn r~~u1+ of a D.l1rent spurnin~ the In one Cl1 se the 18 c, 0 o. m,,-up v:a" ." ~,,'..... ~ 

NYAC sTJ<1ff me:nber's atternpt to see his cl-.i ~d. The other t'tJ'o Here due to 

... fn b 1e""l' ng NYAC and no ne~,r staff men;ber being assigned to :replAce S va I roem ers n • _ 

them. 

~'lhen asked about the kinds of services offered, th8 clients sl1mpled 

refer:red primarily to the counselling services available at NYAC. It Has felt 

that the staff offered a wide variety of effective coun5el~lng serv~ces such 

.. , selling The specific attributes of ?os emp~oyment, SChOO.L, and. Iam1.l.Y coun. • 

these services wc~ thAt4:';cy offered alternatives that 1.rere recogniz.qble by the 

client as effective intervention tecnni.-J,es. For example one of tho clien~s 

d ...... d . h t th ~amily counselling she ,,78S partici-parents lITho ,.;as intervievre S La Le t. a . C ... I ~ 

p(il..ing 

her$e1f and her daughtel'o $omething she had long since given up on. The im-

~ h counsell1'ng then relies on the staffs a~lity to mediate prob-portance 0..,.- t e - . 

lems into solutions that are l1chievable for the par'ticipating client. The 

d l ' u t i1, izing th,e neH carBe1's, concept incts:::uch as project supports this mo e oy v ~ 

the stAff Has where the client is today ·several years back. 

1 t ' b ., penden.j, upon his or her P8st ability to achieve problem so u ,~on ecomes as , I, 

and ab1.'lity to offer viable solutions to the clie.nt group. experience 
Lime 

h cl~ent. g ..... oup surveyed indicC'lted that the NYAC st.aff hAd l1CCOI'1-and again t e ~ _, 

plished this. 

Additional to the youth Assistance Project run by NYAC there are ot.her 

': 1' ... 
h ' h t· d to supa,ort the Assi~t:mcE1 projE'ct as \-Tell as oemg c 1.nnl, progrAms ~i1, 1.C en -

(3) 
t ' t'"~''ip''' h gen8r::l ,1.nr; AC ,1.. _I, .". '~l- t of ~1Y'\(~. InFtsrrlUC 

~T tit ,,\ 11 be !~[\uG ::01'(,) to su::,'vny en L Aspnc ,s 
.~o A ,~1·)j'1~) ,'J... '11 l' .... '" -n1 \" os (> 
"v~lu"\' '1.' O'~l 1.' s to -ri,VE' t:'..€) S(lns~) 0:'11 nroi~r"'lm -N'i-l \011. Pt.··,,· ,I, •. a san a c', n,. . ,. ' , 't r t\Y A r. '[' h e 

!lspe.cts of tho rrr'ojt':cl:. thCi,"'" h~l, p .present a cLt:,tll' p1.C ,Ul'tl 0 • 111.1. 

", 1 _ 1" , f NTYAC's p'!'li~rfl:IlS is dh'ect.f,d reader who ""rishes a cOIr!;>1'en(:'ns1v(: 1.st-l.ng 0 ~ 
to the quart.erly re1?orts and £,;rant. proposal. 

(21) .... --------------------------~~. ~~----



018 sue:" progr~m is the Activities section of NYAC. This progrfiln offl'lrs a 

myriAd of physic«l and intellectual proJ' eet.s for any youth 1.' n t'ne H ... _ ,U'f)l..ers 

Point Area. rhe operation of this project has created a wide deer8e of 

corlJ.l1lu'1ity acceptance for NYAC. OJ"' the adul"'s 't . d 1\ (3) J. 'l . u, 1.n erV1.cwe , 0. I, '2 ,in-

.... sons '\v~s dicated that t.he availability of individualized activity' for t'n""l (' 

one of the most helpful programs of NYAC. It i .. as felt. that rather t.hAn 

'hfln?::ing around' ,their children had th' t d d _ S01"-e . lng ,0 0 an somew'here to go ,\o)'hich 

would not leAd to eventual trouble. The only drawb<l ck sofa r for thL' P • '" <lSpecT,· 

of the program is th<lt. it serves In<linly yo'''ng m <,4; .en. The dOVf~loprnent. of activi-

ties for young vromen has been difficult due to the unavailability of 

resources such as equipment, Gnd personnel. TJ..' t d t' t N • _I.. 1.5 sugges e n<l , 1~AC develop 

the resources so that young vlomen might also be included in t.he Clctivities 

For the evaluation team the activities program was quite impressive 

bec<luse of the large nurnbers of youth involved in t.'nese _ activities. 

, .' thfortunately because of the kind of program the activities 

sectio:1 is it hl'ls been difficult for ~JY!\C to 'K d f J..h 'are not', ... , eep recor s 0 \, ose ,.;no 

official clients of .PY,~\C. On thr s t '~h .~ . ,. ee ,epara e occaSS1.ons \, e evalUAtion t.eam 

sampled the group participating in these activities. The numbers r~nC'ed from • r;.l 

21 to 23 persons at one time. The youth involved Here for the Tgost p<lrt 

not. I official' cliAnts of NYAC. Tt seems impracJ..l' c"'l t k ' _ , •• ,. v, <' o. eep a runr:ing 

census because of the constant turnover of persons using these facilities, but. 

it Tllie;ht be useful to make a count at specific times during the day C'!nd aver

age these out so as to determine tho extent t.o which these facilities are used. 

Additional to the youth using these facilities thGre Here ahrays a nu.>nber 

f""· 
\ j 

of st.?ff J"ler:bers present involved in thA ,;1ctivities \orith the yout.h. 

occassions Here uSAd to not. only involve t.h':l youth in the .?ctivit.ies but also{o 

'gent.le' raps Hith the youth about. his li.fn.' The appear~i1ce givtm by the 

staff was one of relaxed c;ttention to the needs .of those youth present.. As 

a support progr<lm, the a·ctivi.ties section of NYAC seems to give the CGnter 

a locus for those th<lt desire a place to drop in but not necessarily involve 

themselves in some aspect of the counselling programs at I~YAC. 

R EC O;,:;'v!.SNDA T ION 

rhe Activities program is representative of the other progrClms of NYJ\C 

inAsmuch as·t.he USClse pat.terns of the client population and the input. of the 

staff is concerned.l~YAC programs are v7ell st"ffed and attended. The eV<lluation 

teGln was consistently impressed by the diversity of prog:ccS!n ,ind energy of t:"e 

st.aff at NYAC. It is felt that the continued developrr.ent of these proGrams 

should be a prime goal of NYAC. The development of any n81-T programs should be 

hold in abeyance until these programs have sufficient depth t.o allow staff to 

be directed into new programs. 

ADHINISTRA1' ION 

As in all cOl'l".munity based projects, NYAC has gone through several adminis-

tl'ative upheavels over the past year. As in t.he ccSse C?f S.E.,these may' be due 

to the imprecise goals the ABency set for itself along with an ineh--perienced 

staff. But it should be kept in mind thC'tt. in terms of dealing vri..th youth~ul 

offenders, Y.YAC has hAd a measurabl* inpRct upon i.ts cliont. populf1t;ion. TherA-

fore problems of pro~rflm administration have not. np.c<'lss(lrily hlld a n0gat.ivo !ilffect 

upon the primAry eo,ql of aidine youth in t.rouble wi..th t.he lftw. 
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rha maJ'o:r difficult ''''''/1''1 ' "th d , _ _ y .~.!.,\I,J experlencea 1-71 • :regar s to program adminis-

trClt\onwas nut') to the basic chaness in administ:rative accountability. NYAC 

has £one throuoO'h over the Tlast yea .... and t·.ro mon~"'s _ 1;'...., , • """. ~·rnen fi:rst set up t the 

di.!'ecto:r of NYAC hoped that the staff would be committed to the extent that a 

'boss' would be u~n8cessary. As a consequence, the:re w~.s 11.'ttlo employ <' , " ,. , es 

a ccount;.;bility forthcoming a:t1d the st:ructure of the program obviously did 

not engender accountability. There-"o:re the burd .. f .. 11 t .1 . en 0.1 proo .1 e upon ,he 

directol"o As a result he set up a number of divisions within the project vlhich 

had supervisors vTho Ivere accountable to the director. This led to confl i.ct 

between sunervisors ove"" resou""ces "'nd "'e~'sonnel • ... -... "', l J
'·· • 

There developed competition 

over authority so that pmver could. be maximized by of)e or .?nother corr.peting 

supf:rvisor~ • 

divisions, took personal control of all units on the project and assigned the 

assistant di.rector the task of evaluating the quality ~f job completion by the 

aS5igned personnel. There has been a lneasurable increase in employee accounta

bility since this last organizational chang~ '\-las institut,ed. The staff keeps 

\orritten records nO'\ol as to their daily accomplishf'lents ,\-lith a fal'''' d ... egree of 

regulClrity. This ,,\-HIS ~o:mething totally absent 9 months ago. Additionally t.he 

staff Seems to coordinate their activities to the extent of having a specifi

Clble division of labor, something that 1·ras negligible 9 months ago. 

In order that employee accountability and proerAm developmnnt cont.inue, 

the director and bOArd of directors (includi.ng youth representatives) should 

(24) 
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set forth An adPl.ini~t.r8tive structu.re that 15 cle8r to all. This struct.ure 

. should include a signific8nt input by t.hE: oO[lrd of directors so t.h"t the dir-

ector is not. totally responsible for program development Clnd account8bilit.y. 

Once involved the board and the director, Horking in concert, should set forth 

an administrati.ve structure that l.nc.i.uoe progrnrr.s, progrn!n aeVel.OpMent" ana 

program Qva.luC'ltion l.n separate a~VUi1.ons foO [IS t.o wnntain d1.rect1.on ana con-
I 

'trOJ, of the project. I\aa~tiona.u.y thlS HOu.tO 8.l.lOiv t.he proJect. T,O 'take st.ock: 

ana aeve.l0p reasonable goals and prior1.ties for l.tself • 

OPZ-1.A r I ON 

Vi0~'!S Hith San F:r;<no; 1'; co Probation Dept (YGC) Proba't.ion O:'ficers t.o determine 

their evaluCltion of NYAC's operat.ion. Also, t.he information presented ll.'1der 

the heading 1 ProgrC'lm" is reflective of the client's vie1-l of NYAC' s operation. 

vlhe.n intervi.eVled, the l'GC P. o. 's working with youth referred to NYAC ind icated 

a high degree of satisfaction with ~'YAC's progress over the past yeC'l"f'. 

• Initially NYAC ivor'Ked through a liC)fon located at l'GC, handing cases to specific 

counsellors at NYAC~ after they had been assigned to NYAC by a P.O •• This pro-

cedure \vClS not accept.able to NYAC and ~.;hen the director of NYAC took chC'lrge . 
t:-

of 811 divisions personally, he eliminated the li~son positiono In its place 

he directed the counsellors to meet and work '\liith the P.O. IS at YGC. This 

appears to bR a most acceptable solution to a rather thorny problem for both 

~lYAC and YGC. Hith accountability lacking NYAC lost a nt.l."l1ber of pot~ntiAl 

casf'lS beCAuse of the umrillingness of the P.O.!s to assign cases to NYAC. 

(25) 



Since tr:e institution of thi.s procedu1'8 YGe P. O. S stClte thnt they ~Clve little 

or no tl'ouble in 1'lssessing the P1'C81'8S5 of Cl youth after bei.ng Assigned to 

NYAC. rhe P~O. S st.ated th<'lt ?\YAC's client follm.::-up v.Tai:; supe:rb Rnd thAt 

Horkine; '\vith NYAC st.1'lff had a.ided prog:ram credibility in the eyes of YGC. 

NYAC has Also established contC'lct. HUh othe:r public Agencies servine ... 

youth in the Hunters Point Area.These include the School Department., the Dept. 

of ~oci1'll Se:rvices and the Police Department. Unfortuna~ely N'iAC has not-

f"orm1'llized these contacts. TtTnen contacted most of the ap;encies eA-pressed 

interest in NYAC but \<Tere U'1able t.o articulat.e any specific proert=lm expflrience 

'\vtth ~~AC. The School Department indicated on occasion they had infornally 

referred stuoents to !\~AC but were un~ble to state the :res"'.2.1ts of these re., 

ferrals (this mClY be an indictment of the School Dept. rather than a criticism 

of l\TYAC). 

REC OH1·!Et\DA l' I O~! 

It is suggested that NYAC formalize contact.s with other communi~.y Clgencies 

so thAt corr.munication might be maximized. 1'his might be accomplished by the 

offering of alreCldy existing services of N'YAC to these agencies. For example, 

the police mi.ght refer a child to the NYAC assistfil1ce program r('\ ther than 

cite him to Juvenile Court. One way fOl' this to happen ",auld b0 by NYAC 

inviting t.he police to vietor pro~rams through POll"ti.cipAtion on the Board of 

Directors. This mAY be conside:red a d:rastic step but if the:re is to be a 

diversion of youth from the Juveni 18 Court some of it', must co''!€) from t.he policf>j 

.r,md t.he polici-l lI1ust vim" NYJ\C t1S A vif,\blt'l Cllt.e:rnAti.V(l to the Court.. 

Additio':1ally thfJ NYAC st1lff should be involvod in an onEoing t.rtlining 

(26 ) 

proe;ran v.'!'lGre they are infor:f~ed of the ('lGministrAtive contingencies ur,der 

which the public agencies hTOl'k. This Hill afford the staff the opportu'1i.ty 

to u"1derstand mOl"e clearly the role each of these agencies has in service 

delivery to youth and a consequent ability to arrange for services from T.nese 

agenc1.es. 

t;onclmnon: 

N.YAIJ aesp~T.e T.he lack 01' prec~se goaLS ht=lR haa a meClsurClbJ..e UT!pacT. upon 'tne~r 

target popuLa't~on. The aevelopment of p:rogr~m has been dependent upon the 

fmergy of the director and a fel-! of his staff. For NYAC to continu0 as A 

successful agGncy it is essential t.hat the board involve itself in the planning 

f-:;:: t::..:: f'...:.t'l::~ of NYAC, 1'hi!" involv~!o1.i?nt. ShOll.ld i.nclude th0 development of an 

articulate and precise program plan th,at maps a :realistic course for NYAC. 

(27 ) 
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Statement of t11e Proble:r: 
, 

\ 

One of the significa~t develop~ents in the Gnited Sta"'C.es 

~ ~ , revl'se or review the been the awareness of a ~eea ~o res"'C.ore, 

1 1 l'ns~l'~'·~ .... ~ons and orqanizations to deal with capacity of oca - - -~- _ 

social problems. This has been a:onc:re::t in the a,rea of me~tal 
... -

has 

t ' 'n t'ne o.~~ .... ea oJ...~ treatment ana nrevention health and more recen .... y .... ~ 

of crime and delinquency. There has oroliferated a wide vari~ty ... 

of delinquency prevention progra~s in ~~erican cities~' variously 

'l ,~ wl'J...b cons~l'cl'OUS emphasis on ~n-funded and varlOUS y organlzec, .... ~ _ 

digenous, local or grass roots control. 

The antecedents of such projects, which here will be ~8ferrec 

to as target community control proj ects can be traced bac}: to 

P , , I~s main thesis was that the Clifford Shawls Chicago Area ro]ec"'C.. -

, has the ca ... oability of achieving social control target conwunlty 

over those acts that are now ,being handled by public and private 

social control agencies essentially external to or formally iTliposeo 

on the community. It was further hypothesized that the target COffi-

munity is 'the only body that can conceivably control this behavior 

- "" nd cul.l.,ure The 0 ... roble:r\~ without alienating the child Irom nlS nome a.. 1..... 

one O~ -now to actualize that natural which Shaw outlined, becomes -

1 ~ t' wh' h l'S la~ent in the community. social contro J...unc lon .. lC. ... -

Given tnis general problem it 
, 
1.S our intent to outline and 

evaluate the target community control projects that are target area 

; 

j,--

• I , , 

< 
I 

control oriented and are eit~e~ in cxiste~cG or bci::g fo~nded in 

the San Francisco Bay The eval1.::.atio:1 and rGsec:.~ch is planned 

as a orocess analvsis ~s well as a system analysis of 'these particu-- -
lar'projects_ ~hrough the use of Dersoective.s - -' t:~esG directed toward 

target corrmunity 'control projects we hope to not on:y give a des-

criotion of the effectiveness and efficiency of cGrtain progrru~s ... 

and the eval~ation of their ~oa~s, bu."c also the goal achievement 

or failure, and system change that occurs d~ring ?roject development. 

The specific aim of this rese:arch is to describe the extant and 

manner in which co~~unity action sro~?s, that a~e set up as delin-

, ' n.l.,e ..... s O-:C:~J.''"i_i Z,O:> and i~'C)le~l',e,:.:;,'t the action potential quency preven"'C.lon ce ~.... _~~. _ ... 

within their target areas. ContG~?orary action t~eoris~s claiill that 

if we are to accorr.plish deL .. nquency p:::eventio:J. it r.tust 2.r'is~ wi thin 

the target area cO~aunity rather ~han =ro~ a fO~illal agency outside 

of the target area. wnile the theoretical cor.'text supporting this 

trend hae historical antecedents in the Shaw and McXay "i,'lri Jcings of 

the 30 1 s; the changes 

theore'tical bent have been towards maki:"lg the concepts more specific 

or prec±se. Essentially we sti~l have an intervention ~odel that 

underwrites and stimUlates the natu~al development of cO:J'.:mu~1ity re-

sources in the form of community-~un youth Welf~re Or0~nization. 

" ", , r o.c:J.. """"~oc···~-~, <0 and ~.l though the theo:::-y has proc:ucea a _arge r.1.::.'~..oe_ ;"J.I..;:)_ .:..."... J. 

advoca~es there remains ~, l' h~ ~"n~ a deart~ o~ theory t~ia~ en 19 .. ~ens I... ~ 

sequence of events co:-:,,".~· .. mi ty ~odal. 
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Indeed of thc nun~8rous w.:::i tings 
.. - ..... ., C'" 
\,.,. ... _0...1 t~eoretical model none 

attempts, or 0903 sibl Y cares, to dezcr ibe ,.ha t varia"l e s affect 

the developmc~t and legitimatiz~tion of these progr~~3. 
We are 

given to believe that these variables are, u~im?ortant as locg as 

the co:nn1uni ty real':'zes its action ,?otential. 
In a scnse, the 

Underlying value has appeared to be 
a belief in lecal involve~cnt . 

as an end in itself regardie\s of specifiable C'i.:.tccmes or conse-

quences of the action. 

Research QUestions 

Research will be conducted at each of the target Co"",,unity 

control projects through the Use of or.digencus field staff attached 

to the center •. Following those que,stions employed by Bruyn" Zurcher 

and Hackler in the~r respective research of CO~~unity action pro-

j ects. We have developed four research problems. 
Each P1:o;:;'lem '-;lUst. 

be considered separately and applied specifically to each project 

if they are to have the descri:,tive quality we, desire in this 
project. 

I. Whv did the models Work e:::- not Work out as exoec'::ed? 
In ansWering this question We will 

to develop 

concepts dealing with the structure of action enployed Dy each 
project. 

Comparison of such factors as t};.e operating' :'deologies 

and the developing project priorities will DC> made to dcscriDe the 

change in project model conception. 

\ 

-'-··11 __ .: 

. " 

J 

II. ac:"'ion 

t.o reach the oD"iec-tives? 

In discuss ins' t1.1is CJ:ucst:':"O::1 we 

folloHed could have been _ 

t.ne ""1 alJ.'-"r-pOS::;:;"O.J.G .... "" 

natives .. ope\~ to each project 1.n gi ven progra.'lls, this , --. - ...... on l.n::OrIr.""' .... l. • 

, .1..he proj ec~cs will be presented ~o ...... "':0 '~ r ~or possible ~cti6n. consl. ..... e _ ~ 

III. Are there or D::.ases in 

. t? .~ no~~rolled pr01ec s . .J.. co:;:r,rnU!ll .... v :::-~:;; __ ~ .... :.:_~:.::..:~.:::.......;..;.._~ __ _ of tarqe ..... 

An' attempt will be nade to discover s:,:ages I 

t~e develo-:Jment 

if . .:.. tr.ey eXls .... , 

that are generalizable. I:r.plici t. "-..... ; s cuest:.o:1 '-j,. .. - - is searc"h 

for variables 'whicn may , .L.s . . o~ the proJec ..... ~ffect the stage deve~opne~~ • 

IV. i.vnat is O· these staqes onaSGS "e.o the 

success or ~ailure 0';: a ,;:)ro";ect? 

- • - it "': ~ "~-I e ;:,- (] = ~~~~~~~~~l~;~;~a~~~_Q~-~:~:~~·En~s~u~'~cc~e~~c~.~s~u~~~-=~~_~.~_~~~~ __ ~ __ ~~ II success-,-u 

, to Of a nUIT~e:::- of projects we nope ' "-he co"""oarison Througn ..... ." .... 

a'escribe~project be able to in of success and 

by describir.g failure, possibly failure and success stage~. 

'In addl. ..... l.on ,~. to the general . "-~o~s outlined above, research q:..:tes .... ~ .... 

We plan to outline a number of specific ., • "'r. I 11 refer J.. ~ ons Wt1l.c .... Vll. ques .... --. t • 

to the above as 1,'lell as answering ·specif·ic proble:rns > - • .:,...'" connectea wl. .... n 

t.arget cornmuni ties. organizing 

Conceptual 'Aed (Inte~acting "DJ.: _roblems to be Researc~.· 

I. • (") ON'~-"':l""" I deoloqv o.c the ?-'::oc::::ls .. ~ ...... ,; .. , _, 

. d l' .l;v)ropoGcd ~nd t ' A l.'dcal mo c_u _ 'What arc 'n~ cct 

" 

factors) 

up by c.:lch 
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cOHU'l".uni ty control proj ect? The descri?tion of the guiding ideology 
I 

espoused by each proj ect 'Idill be ::::-esea:::::-ched and co~~pa::::-ed with the 

method used to implement the project. 

II. Means of implementation 

A,presentation will be made of the historical overview of 

each project. This ~ill enable a better understanding of those 

factors that a:::::-e now or will be affecting the developilient of pro-

ject strategies. In addition there ~vill be a process analysis of 

project development internal and external to the project corr~unity. 

Factors such as funding sources~ size of the c6~~unity, ethnic 

structures, value of staff and costs of ~eans (hidden or unexpected) 

will be considered as important dete::::-minants to the impleme~tation 

of each proj ect,. 

Evolution of structure. 

Each of the projects will , 
De desc~ibed in ter.ms of the 

developing roles between staff~ and between the project and COffi-

munityagencies. The evolution of this type of inte~action within 

and without each of the project st::::-uctures will be studies to de-

termine what consequence the developing interaction had upon each 

project. 

IV. Group Interaction 

Wnat effect will inJceract.ion with outside agencies have 

upon the project? What influence \'1ill the project have on the 

outside agencies or vice versa and what, i:: any, adaption occurs 

on the oart of the project or agencies? Can the reaction of the 
... 

'. 

project or agencies be typified or described in terms of attitudes 

such as resistance, cooperation, or apathy? 

It should be understood that evaluation is considered by this 

researcher as a tool for the use of the agencies being evaluated 

as well as a descriptive analysis for the granting agency. There-

, 11 ~ d '~ a 'm~n~a~ ~,-'na~,- is amenable to fore, the information ~s co ec ... e ~.. c. .... "' ... 

, ,~'- r,lh';s review of the review and consideration by the proJect s~a~~. ~. 

evaluation materials· will be carried out in a manner that will 

allow us to consider what affect, if any, this feedback has upon 

the project. 

Information collection Methods 

An por~';on o:r::~ t~~ analysis will be based on detailed important~. J.j~ 

info~ation about the actual behavior of clients, staff and citizens 

in the project area. 
, ' celiably be collected Such inforrr,at~on may mos"t:. -

by on-the-spot observation and interviews. One cannot only see 

what people actually do (in contrast with reliance on their second-

hand report), but one can also interview people when the memory is 

, d' 1 1 nt thus avoiding the fresh and the question is ~n~e ~ate y re_eva. , 

1 II l' II s-,-' a~emen-,-' s one so ,often gets in an interview vague, genera po ~cy ~. 

, 11 and sp::1c';;;>lly removed from the situation being which ~s tempora y ~ .~ 

discussed. 

v.7e plan, therefore, to rely UpO!"l 
, ~ , ~ r field observat~ons ana ~n,-e -

" J ~ ::'\ccU'n1ulating information for views on each neighborhood proJccc :r::or ~ 

I 
r. 

\ 
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tnis study. Such observation and on-the-spot interviewing will study is designed as an analysis of c:. social process rather than 

be concentrated in t~e following areas: a survey, random or stratified sa~pling of the respondent group 

1. Proje~t offices - Observe incoming clients 'and those who is not necessary. However, it is desirable to obtain responses 

bring them, if applicable. Observe how they are dealt with from people of a variety of social categories and, for that reason, ,. 

by the project staff. the sample ~or interviews from each project will be selected so as 

2. Project. staff - Observe interaction between staff as to obtain a representation by age, sex, social class, and major 

to the nature and style of interaction. ethnic groups that matches that of each project. 

3 0 Community meetings ~ Observe the nature of the develop- Agencies that have referred clients to the project will be 

ment of communi tv_ attiJcudes ';"owaJ..·~":; +-he pro]' t .... '-" ~ - ec s. contacted for interviews. It ~s hoped that the entire population 

4. COITmunity agencies - Periodic interviews ~lill be con- of refcirring agencies will be interviewed periodically. 

ducted to determine the development of attitudes toward the Co~~unity Research Center records, as well as agency records, 

project as well as planned action tc:.ken that directly affects will be used for certain purposes, e. g.,' showing long-term trends 

the oper~tions of the project. of types of services perfor~ed and certain characteristics of the 

5. COITmunity attitude - Periodic polls will be taken in clientele daily, weekly, and seasonal cycles of demand, proportions 

the community to check on the knowledge that has been of referrals, and other dispositions. 

generated about the project by the co::-.munity. Each project director has been asked to dictate weekly his 

P.t certain points in our field work, we will select a s2.raple of reflections on what happened during the past week. This will help 

clients and/or members of their families for interviewing at their us identify changes in priorities and program dev~lopment from the 

homes. For certain purposes, a single fO:;"illal interview will be point of view of the directing staff. 

sufficient. However, if the nature of the issue makes a follow-up Information analysis will be conducted by the research staff. 

desirable, repeat interviews will be obtained. Following the analysis I the inforrnation will be prese:lted to what 

We should obtain interviews with at least 200 cases throughout will be called here the research co~~ittee. This cOIT~ittee will 

the period of the study in each neighborhood project. Since this be made up of the research staff, the elected officers of the pro-

gram and those others the elected officers may feel belong on 
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NEIGHBORHOOD ALTERNATIVES PROGRAM 

Mr. nichard bist 

1649 GOLDEN GATE AVENUE 

SAN FRANCISCO, CALIFORNIA 94115 

(415) 567-1391 

June 27, 1972 

Uriminal ~ustice Specialist 
v.u.O.~ • 
1927 - 13th street 
Bacramento, ualif. 

Dear Dick: 

95814 

, .. \ ... 
U, 

Herewi th the long delayed evaluation by mi!'~e howe of .!!inergy 
and l~rAC in Hunter's 1:'oint. \ l)ages 10 tllr ough 16, a:'1d 17 thr ough 
27. .L t apfears t~lB.t the report Vlc.S fin.:..shed over t':;o ":eeks ':~00 
but thu.t lhike fG.L (, ~le could.n' t :lund it L1 till ,ll'lo~~d S ee.bron o"~ 
l~YAC ha,:l seen it as Milte had promised - and Yiith r:li~(e ~:way Ol1e 
wee~( and 1!'loyd the next they just haven t been able to get to
gether. 

.L had occasion to use the ~hergy evaluation in an apnlica
tion. As it hits, I think, t:-ne crucial element of the pro~(ra:m 
1 am att2.chi:w.g c.. copy of the page and a half to this letter': 

It seems to me tlla"t a C0!11)e.rable analysis sllows up the 
hunters lJoint operation very fav orably. uVeJ:' a 14 month 'Period 
l~YAC had 163 re.:.errals from the Probation Department - 94- 602s 
and 69 601s. uf the 99 kids referred between }'ebruary and 
~ovember, 1971, 45 percent had been disch~rL e from probation 
?y f.~ay 1972; of tile remaining 55 per cent only 1'3 have recid
J:vated. 'l:hatmeans 15 per cent of the or .. ginal 99. 'l:h",t's 
a.remarkable record for any group on probation and searcely be
l~evable for ;~ ~;roup from tlunters Point where jobs are non exist
ant and the police are cnly too re~dy to harass. 

Vie'll be through here 011 }j'riday. r ou have been very ,!dnd 
and j t has been a ple~;sure to 'work with you. 

Sincerely 

John 
1 ... / 

1) 
.LL. 

" 

Ellingston 

" 
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Se t. '71 

39 
8 

',-

March '72 

'32 
9 

.. .. ~ 

Totals 

101 
28 ' 

61 

.. 




