“There are no other programs that I know of in Massachusetts doing aftercare the way Penikese is.” Dr. Robert Fleming, Court Psychologist, Barnstable County Juvenile Court
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Program summaries

Aftercare extends the relationships built between staff and students on Penikese during island placement to their transition into the real world and independence. Many of our students face imminent adulthood with little or no family resources to support them, and are abruptly cut off at age 18 from the state services that cared for them because of their extraordinary needs. The goal of Aftercare is to reduce graduate criminal recidivism and, through this success, promote the widespread use of relationship-based interventions and aftercare in other settings.

Community Services brings the school’s 30 years of experience off Penikese Island and into local communities. Penikese’s community involvement has grown to include involvement with human service agencies, school and court personnel, and families needing orientation to the dizzying world of state services and strategies to regain control of their troubled homes. The goal of Community Services is to be a resource of information and expertise for the community at large, strengthening juvenile delinquency prevention and interventions for schools, organizations, and families in need. 

Throwaway children, a growing problem

A July 28, 2002 article in the Cape Cod Times titled “Throwaway Children,” reported the following statistics on Massachusetts at-risk youth:

· 18-24 year-olds are the fastest-growing group in emergency shelter in Massachusetts. 

· Of the 810 former foster youth interviewed 2-1/2 to 4 years after discharge from state systems, 25 percent had experienced homelessness.

· 63 percent of foster care teens who had aged out of state systems indicated a need for better discharge planning; 35 percent had been arrested since foster care; 29 percent had been arrested; 44 percent had a serious illness.

This article describes the growing state- and nation-wide crisis facing teens in institutional and foster care: many are severed from services at age 18 and left to fend for themselves. Yet, very few Massachusetts residential programs offer any aftercare services for their graduates, and for those that do, such services are minimal and administrative in nature. Only one program is working towards a realistic solution for throwaway children by providing ongoing treatment and family-style support to their graduates: the Penikese Island School. 
Penikese’s experience

Penikese was born in 1973, a time of social entrepreneurism and experimentation, with “de-institutionalization” the cause du jour. It was in this spirit that founder George Cadwalader partnered with the then-young Department of Youth Services and its director, Jerome Miller, to create Penikese. From Day One, Penikese was intended to be more family than program, teaching self-sufficiency, interdependence, real-world skills, and learning through natural consequences. 

Many of the programs and schools from the same early-70’s litter no longer exist in original form. Many have merged with other similar organizations to become bigger and less vulnerable in this tricky market, some exchanged independence for security by contracting with state agencies, and others folded altogether.  Penikese has withstood these changes and, on the eve of its 30th anniversary, its original mission, philosophy, and integrity remains undiluted.

The challenges of leaving home

Before children first leave home, hopefully they have had the benefit of a safe and nurturing childhood to prepare them. Yet, as many of us soon discover, nothing fully readies us for the cold-water shock of leaving home. Glad to be on our own, we nevertheless find that we still need that umbilical anchor, even if only for the occasional infusion of cash or a place to crash when life gets too overwhelming. For some of us, 18 is simply too soon and we instead choose intermediate steps such as a part time job and community college.

For Penikese and other throwaway children, it is much worse than that. Most of their lives have been spent in less than optimal if not harrowing circumstances: poverty, single parent homes, families decimated by addiction and abuse, relegation to foster care and shifting placement, never in one place or with one group of people for very long. Furthermore, many such youth suffer from the scarring effects of trauma: disconnection, isolation, attachment and mood disorders, victim identity and learned helplessness.  

Criminal behavior and addiction become the most favored survival strategies, ultimately occasioning sanction and treatment with interventions such as boot camps and behavioral programs that, by their very institutional nature, only deepen the trauma reaction of disconnection, isolation. Re-connection and relationship must be an integral aspect of treatment if it is to succeed in rehabilitating at-risk youth and preventing criminal recidivism. 

The relationship is everything

Always aware of the importance of aftercare, Penikese for many years kept an onshore residence for its graduates and maintained relationships with employers in the local community. Since these first steps, Penikese has continued to tinker with its aftercare model, and in recent years has returned to its boys’ most crucial need - relationship - as the cornerstone of its programs.

The prevailing societal dynamic between the treaters and the treated serve the needs of the treating professionals much more so than their charges, a disconnection only deepening the underlying wound – loss and trauma – causing the behavior for which they were referred. Most aftercare programs are based on correctional models emphasizing accountability and reporting rather than fostering long-term connection and relationship. 

Many programs discourage or forbid post-release contact, citing conflicts of interest, liability, and relationship boundary concerns. So, when the youth reach 18, even if they have had optimal care, they are still cut off and left to fend for themselves in an unsympathetic world. The results are just as the article that began this report cited.

 A relationship-based approach such as Penikese’s counters the effects of trauma while offering many of the same resources - emotional and practical - any family would to its children, and has the added benefit of drawing from the already ample resource of relationships rather than depending on infrastructure and capital resources to exist. 

Penikese’s response and goals

Penikese’s response is to re-conceive treatment as a continuum encompassing the time spent in the program and then transition to the real world afterward. For Penikese, this means two Penikese Island Schools: one on Penikese Island defined by its facilities and shore line, and the other working in the communities and towns of Massachusetts where its graduates and families live, a “school without walls,” if you will. 

The following points summarize the philosophical essence and goals of Penikese’s island, aftercare, and community services programs:

· Conduct treatment in the spirit of “with” as opposed to only “to” so as to diminish the prevailing institutional power dynamic and relationship disconnection,

· Extend this relationship and all its salutary benefits beyond the traditional scope of program placement, making the school and its and its collective resources available to program graduates just the same as any family would continue to be “there” for its children when they leave home for independent young adulthood,


· Share the school’s experiences and results in both endeavors with the community at-large so as to promote wherever possible and to whatever increased degree in any setting the use of relationship-based treatment practices and aftercare with this population.
Recent achievements

With each year and every student success and failure, Penikese and its Aftercare learns more and more, and in 2001 it seems as if we grew and learned more than in all other years combined. Among the many achievements and lessons include:

· 90% school staff participation in Aftercare;

· More thorough documentation of alumni whereabouts, activities, needs, and contacts;

· More consistent contact with recent graduates, focusing attention on the first three to six months after graduation, their time of greatest vulnerability;

· Developing a clearer sense of triage and prioritization of alumni needs so as to best utilize finite emotional, personal and financial resources;

· Developing more effective ways and means to influence the choices of individuals who no longer have an “or else” hanging over their heads;

· Developing more effective ways to intervene with those that are failing, succumbing to addiction, or engaging in criminal behavior so as to nudge them towards treatment.

Penikese Aftercare can be anything from money for eye glasses and school books, a visit for lunch with a trusted friend and mentor, a ride to a job interview or a hand to hold in court, a few days back on Penikese for respite, relief and a fresh start, to help finding a local therapist and getting into a detox. For a few, Aftercare has even called the police to report criminal activity believing that, for this particular boy, jail time is the medicine he needs most right now.

Results

Penikese Aftercare is a model in development, but the trends are clear: 

· Aftercare is cost-effective:  In 2003, Penikese was in contact worked with over a100 different alumni. At a total program budget of $100,000, this averages to under $1,000 per alumnus served without including ancillary services to whatever families, agencies, schools are involved.  Again, there are few capital needs and expenses; the cost is in delivering the relationship to and keeping a relationship presence in these students’ lives in whatever way possible.

· Aftercare promotes increased program effectiveness and lowers graduate recidivism: Previous to the development and inception of the relationship aftercare model, over two-thirds of Penikese graduates were rearrested and/or jailed within 18 months of graduation; since, those numbers have reversed, with about two-thirds not being re-arrested during this same time, and of all school graduates from the last 5 years, 80% are not in jail at any given time.
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Penikese is blazing a new trail of do-able, affordable, and effective relationship-based treatment for at-risk youth that reflects their needs and circumstances and treats them with compassion, understanding and thoughtful discipline, influencing their lives for the better.

Further work to do
Penikese aims to:

· Continue strengthening its data collection and organized, consistent program service delivery;

· Continue identifying and linking to state community resources wherever graduates live; 

· Improve student independent living skills, in particular personal budgeting and banking, and job search and interview skills, and strengthen its substance abuse and relapse prevention programs; 

· Better document its current findings and practices on paper to share with others; 

· Continue increasing the number and geographic scope of its community presentations.

Report summary

Relationship-based treatment and aftercare for at-risk youth is cost-effective, successful, and can be applied in a variety of settings. Any program or school working with these same kinds of youth can, with our example and the requisite determination and forbearance, do the same.

Penikese is not just an island program: one aspect of Penikese operates on Penikese Island; the other is without walls operating in Massachusetts communities wherever its graduates live and those seeking to improve their capacity to respond to the needs of this challenging population. 

� EMBED MSGraph.Chart.8 \s ���





Comparing rates of re-arrest and recidivism.





Data taken from Penikese alumni database, Boston Globe 2000 and 2001 Report to the Surgeon General.
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