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’Shortly after the estabhshment of the Hlspamc Researc'h enter in® -
‘ the fall of 1977, Df. Edward “Eismann --.founder -and’ director of 2"
g Unltas -- visited my .office- to request advicé on research\he felt, N
. compelled to undertake ‘He'_showed ‘me some newspaper~
' "“descnbrng Unitas as a therapeutlc outreach’ program
~ +,Hispanic and" black children. in: the Southy] .
concept of Unitas and what it attethpted to do for -the' chi dren, -
o .'However, now his problem was that the funding’ agencies ‘which had *
& been financlally supportmg Unitas .1ns'sted upon evxdence of Uhitas® .-
B !,‘;effect upon children. They wanted ’evaluation xesearclx wh1ch would- v
7 - demonstrate whether or' not ’*Unitas .was, attaining" jts "go of
( " imiproving the mental ‘health-" of ‘the participating: childrén. Théir
- . fequests -- and strong insistende upon - evaluatlon research\ --
A) - responded to, a rising pattern of concerns among public and prlvate
...+ funding agencjes: regardmg the need to .document the 1mpact \of ‘
o grant .monies: Eismann’s: reaction’to such- pressures, ifi turn, was -
,understandable Fojlowing * the prevailing methodologlcal views of I
evaludtion research, he had .developed many scales purported to
measure. the personality ‘dimensions of children. Now - hé wanted
¥
adv1ce¥on the different ‘time- perlods and diffetent socral situations
. in which to administer the scales in an.effort to"approximate a
Y 'quasr-experlmental research deslgn -Such a' design Wwould yleldf
" inferences regarding thé therapeutic impact of _Unitas, which ‘was
the informatios sought by the funding agencies. .
At Ersmanh s inyitation,. I visited Unitas on ‘afternoon when an" .
~: extended fanuly circle- meet1ng was be1ng eld.. The symbolic .,
I'famrlres' composed.of teenagers serving as surrogate- parents aunts
" arfd uncles, and-the children; were assembled in circular fashion in- - g
a school gymfasium where . Unitas meets duting the ‘school year. All }
:’.together one hundred and fifty five youngsters, under Eismann’s’
uldanCe, and the gurdance of ,therr sut:;rogate par’entsf weré
'd1scuss1ng and' analyzing problems takmg ‘turns, in expressmg the1r,. ,
views and in- making observatlons of what wag going on; many of.
them W1th their attentlon transfixed by "the rich symibolisms of .-
+ Unitas’ rituals. There was *a sense of drs’crphne and -of rothe{ly
'love and responsibility. Mutuial help was. emphaslzed as a means of
healmg the emotional hurts and ifjuries” of “childhood. Much of.
what 'l observed, however, I could not undérstand because of the
.subtle @hd intricate intetactions. I found. out . ‘that, the cxtended
. family circle, me!:tmg,m the school was held once a_ week durmg the
i~ 'school year, and four times. a week in the Sammeér 1n a street in’ the
B ,South Bronx cordoned ‘off for ‘this purpose., Such meetlngs ‘'were but
. -one: part of the Unrtas ,program‘ Many other thmgs were bemg
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done. Unitas, in brief, was a complicated - institutional structure =
based upon philos?phical, psychological, and sociological views ‘of . -
how' interpersonal irelations could be shaped in the interest of a
child’s healthy social. life.. To decipher it and understand it would. "
‘take. a special kind of tesearch effort. Personality scales —.no . -
matter how many or. how. often they- were ‘administered to the

childref -~ would | not’ yield an understanding: of -Unitas as .an .
institutional structure with its.own norms and- values. L
In my talks with Eignann T proposed the need to study Unitas as.

_ an_institutional structure and that the fulfillinent of such a need

could complement the quagn'-e’kpgr_im’ental-designs’ff’u’sed in the™
evaluation research. The understanding of changes:over time in =

scale scores measuring dimensions Qf Yhe: children’s personality, or-- . .

- differences. in such scores from-one’ situation t6; the next, would be -

. enhanced ' if we .understood : U nitas as an- intricate institutional - - ..

““structure impinging upon the children.. 1 also .proposed to, Eismann
. that suth a’study could have’considérable value in informing mental-

- frealth workers about How,one innovafive, child-oriented outréach ©  °
program operated in the South B_rp'nx', apwarea which has come to

" symbolize the quintessénce of urban. decdy in the’ United States. -

" Perhaps mental health workers elsewhere in the country would then.

. seek ‘to replicate components of - Unitas_ in, economically
disadvartaged urban neighborhoods. Eismann associated my - °
proposal with humanistically oriented ‘research, and agreed ‘with-the’ -

~ plan that the ,reccntly-fo;med Hispanic ‘Research- Center undertake

" an ethnographic documentation of Unitas. The purpose would be to
, observe, describe, and..analyze Unitas -as a sociocultural system

" specifically designed to be of therapeutic help to- children. I agreed.

. to accept requests ‘to explain to the representatives of the funding * ~
‘agencies how the study fit into evaluation research, and how such a
‘study .could’ make a ‘solid. contrjbution to our knowledge of

 therapeutic modalities.. : © - "hs Co . .
My ‘own interest in Unitas ‘was based: on_several considerations

.

-~ and past experiences. Years befpre I.had welcomed the rise of the’ =~ -

‘community 'mental. health movement and worked to develop
' community mental health centers in Puerto Rico. “This attraction’ ™ ~

was based. upon the sociological view that human interactions in = = -

~-society at large often .contain elements of therapy or - in the larger. )

. sense of the concept as used'in’ Unitas -- of healipg.- Without .
doubting that society often and at times "even relentlegsly inflicts
serious psychological injury upon the person,. I believed, )
healing, restosative potential imbedded in humtan inter

* recalled the pioneering research that the late Professor August B. ’
Hollingshead and I had conducted -in the' slums and public housing .
developments in ‘San Juan, Puerto Rico, on- persons who suffered
severe emotional problems and had no professional care. The -

- research  documented the therapeutic fun‘ctions\ofu spiritualist

Cvili -




. 1 - . ..
:-sessions jn the contacts between the emotionally troubled person, on -
- the ,one hand,. and the medium and the other "persons in the
" spiritualist session, on the other hand. Socially ‘supportive therapy_
" "was also provided by concerned relatives and good friends. The
.+ capacity for ‘therapy, I believed, was not the 'u'nique possession of a
o u,_professional, group, although distinctive types’ 9f training -are:
associated with such groups. The capacity is in society at large, in '
“the quality and form of human interactions imbedded in role
r_‘flatipnships_. ‘To me, then, the community ‘mental .hqalth"'
- movement represented along one dimension a nationwide effort to-
mobilize and organize much® of what society. already contained with
. th primary -although not exclusive purpose,of ameliorating ‘the .
" petvasive emotional distress of persons living® in’ ecqnomically

, impoverished catchment areas. However, much of what I came to
'Y;see evolving in community mental health cemers in' the -United
. Sta s mainland and: in Puerto Rico itself. did not represent efforts -
at’ such mobilizatjon. ‘Comfnunity mental -health centers;’usually_
emp ygd traditional therapeutic methods in the new catchment -
areas\ and seldom did I observe efforts made to change such
“methdds ~ of, for that matter, create new ones -- to better fit the
sociodultural’ characteristics and service needs of the people in the
new chtchment areas, Whensthe catchment area is .composed ‘of aby,
econotpically disadvantage ' migrant - population from a’ differefit
ure| and speaking a different language -- such as the Hispanics
_the South Bronx -- the need to- adapt ‘service delivery
; vitally necessary. It is ‘not surprising, therefare, that
_ whatever the specific reasons- may have been,- Eismann: could not
fulfill his abiding desire” to: help childr¢n within the organizational
"o ' structuré, of a local community mental health center in the South
. Bronx. He was, obliged to go to the streets of the South Bronx in
A 1 . . .
order to Yeach out to, the children and build a therapeutic structure
to servicé|their needs. In doing this he used old ideas, somé of them
. tracing bagk to the vision of Maxwell Jories’ therapeutic community
" which seed the potential for therapy in all human interactions. He. -
P . . Jan o
imbedded these ideas in an innovative institutional structure. This
- attracted the -attef@ion of .ihe newly fprmed "Hispanic Research
CCenter. : T\, S e
" ‘Unitas’

. _ ocus upow_children . also coincided with the priority
" concerns of) thg Hispanic Research Center. The relevant . research’
‘literature copsistently indicates that social “stress, as an external
configuration, of events imp: sing 'severé adaptational demands upon

_ persons,'is not randomly dikributed in society. Persons'in the lower
~ levils of the socjoeconomjjc sfructure are exposed. to it in
disproportion: te' amounts. .So are migrants who enter host societies
with a 'differe t language and culture. In fact,” were one to deduce

~from the relevant research literature those conditions conducive to
the experience| of stress, a‘lfrigh;eﬁing similarity would..be found
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between those conditions: and the demographic p'roﬁle and life

experiences of New York City’s Puerto Ricans. The stress model, in
brief, fits the socially, culturally and economically margmated status
of the city’s Puerto Ricans. Moreover, longitudinally collected data

. 1nd1cate. that in companson to other. -groups the city’s Puerto Ricans

are. experrencmg a decreasing level of ecdnomic- well-being in the

" midst of a society whidh emphasizes progress and upward mobility.

. ‘At the same time, the relevant literature* also indicates .that the
cennection between -stress and the eruption of emotional problems
‘in the person is- not direect - and imriédiate. The  connection is
medrated by the mteractron of . psychologlcal ‘social, and cultural .
elements. Of paramount importance are ,those .elements which

. enmesh’ the person in . socially supportive mterpersonal networks:

The 1mp11c1t hypothesis in -all this is that persons. who are strongly
integrated- into socially supportive networks -- the family, circles of
friends, religious and other groups, the Titual coparent system of
" .Hispanics (compadrazgo), and perhaps a therapeutic_ community
_such " as Unitas ~ are better able’ to withstand ‘the pressures of
stress. In brief, the 1dea is that _supportivé networky ‘mitigate the
impact of stress. -

To tne, it was a matter of consrderable interest that Eismann’s

- creation of Unitas took as a point of departur.e the .premise that the -

children -drawn into Unitas came. from .families .experiencing

y upheaval and disorganization. The families’ potentral for providing

.'social support for the children, he believes, is minimal, and’ tliey.
could in fact represent a major source, of stress for the children.
Regardless of the:truth of such premises, -Unitas did represent a

self-conscious . effort . to provide® children with a set of supportive -

- experiences to compensate for the dysfunctions attributed to ‘helr

. actual families. It was as if Eismann were taking hypotheses from

the relevant lrterature as a prescription to plan his life’s work: the
" creation and management of Unitas. Unitas was purposefully.
establislted as a - tangible institutional derivative of beliefs .and
assumptions: of far-reaching' consequences. The Hispanic Research
Center welcomed the many ‘challenges of’ making systematic
ethnographit serise out of such an inngvative organization.

Perhaps. it is somewhat ifonic  that the basic method used. in
studying Unitas -- participant observation’ - contributed to the
decision to conduct the research. One generally thinks of the

- research problem first. and then decides upon ‘the best and most
"~ efficient--data coﬂectron rprocedures, and this perhaps is the way it

- usually ought to be. In our case. our interest - in “a methdd,
. participant" observatron and. its importance in the program of

- evolvmg research of the recently -formed Hispanic Research Center
. infldenced the decision to study Unitas. As the director of the then

" neophyte_center; I anticipated the developmenf of many research .
pro;ects in the future which "would be based upon the analysrs of
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" secondary data, sample surveys, field experiments, controlled case
studies, and so on. 1 was concerned that. such studies, representing
‘as they do,"the prevailing and most powerful methodologies of the
contemporary social sciences, would tend programmatically but
" inadvertently to push out studies ‘based upon the essential. act of
directly observing the ‘social field under study. In: the very same way
~'in which Eismann, not surprisingly, turned immediately toward the
- construction of personality, scales in response .to pressures from the
~ funding agencies, the work of ‘the Eenter, I felt, would tend toward * -
" studies inevitably "yielding quantifiable resuits. Important studies
_not yielding such results could be neglected. Gererally, but not as a
> matter &f methodological principle, participant observation does not -
~ yield quar_ltiﬁable»ﬁndin'gs;"zmd, as institutional structures, research
‘centers orient themselves toward what they are ‘best prepared to do
which, at present, is the computer processing of data, not the
. interpretive examination of large masses of qualitative observational .
. reports. .1 believe that ~ the . introduction . of measurement and
statistical models into .the- social sciences represents significant
scientific progress. I believe equally strongly, however, that there
~ will always be a major role to be played by the intrepid observer
interested in making conceptual sense out of - some ‘comparatively
small sociocultural ‘system, without placing primary reliance. upon
data ‘collecti_on instruments independently developed and separate
from the self. In participant'obse‘niation the. observer is the vehicle
. " for. registering observation. Thus, in the interest of incorporating.
* into the center’s work the diverse methodologies. of the social and’
behavioral sciences, 1 was. particularly interested in.the prospect of
-~ an ethnographic study of Unitas. o : '
. The study was fortunaté to have as an investigator Dr. Anne
_Farber who had recently joined Fordham University’s Department
of Sociology and Anthropology. A Columbia University trained '
anthropologist, she had conducted field research in the interior of
"Guatemala and was fluent in_Spanish, an important asset because
* of the Hispanic children in Unitas. She not only had the requisite
na skills to study Unitas but she was also’a.person .
. gifted with. tife interpersonal senisitivity and competence the study
-, .- demanded. Gt. Farber made the observations upon which' the study
_is based~and drafted the preliminary report. Throughout the study
we had éxtensive and numerous collaborative discussions ifi ‘making
. decisions and-interpretations and in arriving at new formulations.
. We shared in the reyliting of the manuscript and in the honing of
the final draft. - = = T _ e
Chapter I of the monograph describes. the. organizational,
" structure: of ‘Unitas including the tempora} and spatial ordering of.
the program’s activities and the composition of ‘the .Unitas
professional staff, its teenage workers, ahg its participating
_children. Chapter: Il describes the “Unitas concept of psyéholo_g_iéal
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. healing and the two interpersonal methodologies Unitas uses — and

. has-innovatively adapted to its own needs — to promote healing: the
therapeutic commiutity ‘modality -and psychotherapy. A discussion
"of the specific therapetitic systems and techniques: developed by.
: Unitas to treat its ‘children is foun in" Chapter III. Chapter IV

: t;aces'.'the'beginnings of Unitas.to its roots in the history of the -

dommunity. mental health ‘movement and. describes the -personal
- development of Edward Eismann as the founder and director of the

Unitas program. Chapter V provides a discussion of the .-

- justification for the greation of an elaborate’ symbolic, family.
structure, .clarifying the ‘workings of Unitas, its hierarchical
- structure, -and its impact ‘on the lives of .its feenage workers and
" children. Chapter VI briefly discusses .the success_of Unitas as'a .
‘mental ‘health program, and the feasibility -and = desirability of
- replicating such a program, = : [ L AN
- This monograph is thé sixth in a series published by the Hispanic-.
Research. Center to stimulate interest in Hispanic: concerns. The first
monograph reported on the health conditions of New York City’s
Puerto' Ricans;. the ‘second -presented  a study of the outgroup

-marriage patterns of New York Ciﬁ"sz'-Hispanjc populations;’ the

- thirdexamined the Hispanic -experience of ‘the criminal -justice
systemin the United States; the. fourth appraised the mental health «
Status -and needs of Puerto Rican children in the.New" York City -
“area; and'the fifth examined the adaptation and adjustment of ‘a

Jarge group of Cuban migrants living in West’ Né'v‘__v._Xork,-‘:_New, . .

“Jersey, . . . :

. The 'Hispanic Research'Centgr,'-'was established 'fait ‘Fordham .. -

University in 1977, under a grant from the National Instifute of"

Mental Health, to work toward five major objectives:. (1) to - .

conduct’ interdisciplinary research’on issues relevant to ‘the ‘mental -
-health of the Hispanic population; (2).to increase and .upgrade the -
-number of .Hispanic scholars experienced in .doing research in'the
" ‘mental health-related disciplines; (3) to provide technical assistance-
- to Hispanic behavjoral scientists, professionals, and organizations - -

interested -in the mental health problems of Hispanic communities; o .
(4) to develop links between- individual Hispanic- researchers and =~ -~

-between these researchers and persons -involved: in ‘the formulation

* and implementation of Hispanic relevant public policy;_;arﬁk(j) to

disseminmate information on: the mental health of the Mjspanic

. population. O - L . , .
"‘We. hope this_ monograph will_be of géneral value to persons -
. interested in the 'welfare of all children and of specific help to those
- -persons who attend to the emotional needs of ‘minority children. *
T T " Lloyd H: Rogler
Sos T T e ‘ © ., Fordham University
) ; S - ! January 1981
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Dedzcated to the teenagers of Umtas.‘ o

. who care for' the chzldren

on the streets of the South Brohx o

!

s .



~

~

o B ULsII'l‘l’iSSTﬁUCTURE .

" Unitas is a mental health organization. serving a predominantly.
- Hispanic population of children in . the Longwood/Hunts Point
 section of the South. Bronx, an area which has become a-nationwide
. symbol of economic and social decay.® Unitas serves children and"

their- -families in- an area. where one out of three residents is on:

‘welfare and where the unemployment rae is from 20-to 30 percent. -

The area has the largest number of families headed by women and
" the largest child population in the Bronx.! . T o

_ Unjike. many community-based organizations, I_Jnitas"does'-not '
"wait for trqubled youth to knock at its door,or to bé remanded .
there ‘for ‘treatment' of ‘their mental ills. Each ‘September, ' Unitas
teenage workers and staff visit the teachers at the local .elementary

. schools.  The teacher, in' conjunction with a Unitas. worker,:
~ ‘complet¢s a Behavior Rating Checklist,® indicating- which children
o Are” troubled. - The.parents of these children are then contacted by
-*«staff members. and, in some - cases, by the teachers themselves. -
Referrals are also-made by community helpers in churches, nearby
schools, and local service ‘agencies.” Teenagers.and children make.up ‘
% another source of referrals.- Children who ‘come_ to ‘Unitas usually
" bring their, siblings, other relatives, and their. friends. Youth.
- workers and staff also go olit on the streets, talking with the people
. of --the-a'x_'éa with’ the aim, of introducing :children, teens, and parents
“to Unitass - L o o N e R

" - " The Unitas program operates il two cyc-:fes corresponding to ‘the’
. school calendar. The bulk of its work takes place during the.
< - Summer. months - when it can command the full attention ‘of. its
~ school-age participants. - In July and -August, . Monday _through .
Friday,-Unitas'servés-'bctwqen,j_lso and- 200 ‘children aged 4-to. 16, .
providing recredtion in arts; crafts, &nd-sports, These activities' are ..

4 Research’ Bulletin, Hispani¢' Research Center, Fofdham University, Bronx, New
J Yok Aprl 1979: - it i -
S e T e
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‘ only vehlcles. however. for the more’ lmportant work of Umtas.
-namely, therapeutic gurdance and mterventlon The stated goals of ,
Umtas are- far-reachmg :

.‘to prevent, c0mbat, and remed1ate famnly dlsmte-
‘gration and. other emotional and ‘social problems of
hard-to-reach youth and famllles 2 :

Of . the . approxlmately 200 chnldren participating in Umtas.,g 3

betweeh one-third and one-half -have been referred as problem
, ‘Children: Unitas uses three basic diagnostic procedures to distinguish
. 1mmature, ‘shy); (2) acting out (truant, fightlng, disruptive, - violent);
. and (3) atypical (bizarre, borderline, multlproblemed) The children :
- .referred to Unitas are treated - as’ emotlonally deprived, having
received insufficient caring attention or suffered outright neglect or "

abuse, both- psychological and physical. They are wantmg a stable- o

- family’ structure, consistent d1sc1pllne, .and hvmg routines’ such as. -

regular ‘meals, sleeping quartérs, and supervision. As a result, they

have low. self-esteem; are distrustfil of others;, use inappropriate,
- often self-destructive or anti-social means’of getting attention; have,
" never learned to 1dent1fy and ‘accept their feelings or-to control their
impulses; and feel helpless and unloved. These children, in effect,
‘do not have a family in the psychologlcal sense. Unitas seeks to .
provide them, if not with a ‘psychological family, then with
therapeutlc interventions almed at ‘re-parenting them and re-
ducating them emotionally. - '

*nterventlon“ Wthh attempts

[

..to create a therapeutrc cllmat in’ the clnlds .
. natural mllleu ‘where ‘order, nurturance," and disci--
.pline are developed and malnt‘amed for them

Unitas sees the famlly unit " as the basrc and most 1mportant
natural institution Jthat can - sattsfy a child’ 's need for’ nurturance,’
dlscnplme, and< belongmg However. tradltlonal family 1herapy
intervention is. often not possible’ because “actual families may be
sO d1srupted and dxsorgamzed that tfiey are not accessible to change:
through family treatment.’* Unitas," herefore has created a system

-

A,

usually living.on the same street, but not: necessarlly ‘from the same
"~ family. Each - symbolic+ family is headed by -one or two older -
'r:;‘i nelghborhood teenagers who play the roles of Syﬂ'lbOllC mothers and .

. .‘ . -p

- '*'This quotauon and all others in thls monograph unless othervnse ldenur ed come
: from the verbal com\mumcatnons, taped conversauons, and the wrmngs ol‘ Dr.
Edward Eismann, founder and director of Umtas. ¢ Rl

<o
e e

Cu

: troubled children from normal childrén:" (1) withdrawn (quiet; .

® achieve this,. Unitas has: developed a. “socnal«psychologlcal;_ '

of symbolic" families .composed of up to- fifteen boys and girls, . .



. . . AL . . . . . . . . .
~fathers.. Supervised mhainly by one another and "by Dr. Edward
.-~ Eismann, thesg older teenagers recéive intensive training in-
,psychological theory .and clinical ‘skills and. become the primary .-’
~ caretakers, counselors and, indeed, therapists of the. younger -
children. According to Eismann: - O '

. " The function of the fsurrogate arents vis-g-vis their
symboljc-_children. is.to provideé\ a corpective - experi- ¢ .
ence to them asfwell as non-punitive discipline, when

needed; to. offset the negative impact of the ‘actual . .-
_treatment they get “at- home which is not readily -
changeable. ot ceT T -7

Within this contexe, the primary role 'of the therapist is not to help
~the troubled children directly, but to create a climate’ s0 that the
" healthy “hildren learn to have an influence on others. The older-
* children are -encouraged by their: symbolic parents: to_nurture, '
;' discipline,’ and care .for their- younger symbolic- siblings, thus
_ creating a network of _supervi‘sed,_ther-apeutic‘a‘lly orignted
- . interaction. Within this system; Dr. Eismann plays -the role of
‘~‘-symwlip grandparent. oo ' S

~ Once, each week during'the school year and four times each week
during the summer months an extended family. circle is held .in a." -
."".local school gym..These ‘meetings "area;%lghly structured and
* ritualized; all children sit with their symbolic familigs which inciude
- s’yr_nbolig'parents,' aunts, uncles, and children. Dr. Ei'sma_mi_lea'd_s.
- discussions’ of a topic. of his choosing such as friendship, .or- one . -
raised by _a family member,, usually stemming "from. a specific

- problep” or ‘commerft. Each  extended- family circle- meeting is
followed by play time in which children participate in activities such
as baseball, jumprope, blocks, board games, volleyball, 'gymnaétics,- >
. ' reading, or art. A_ regular® staff member or 3. téen- “‘parent’
,. . supervises each_@fﬁf&.-‘ SRR R T
" Responding &0 the existing “institutiorral  constraifits -on; the
‘childrep of the®community, Unitas operates in- twq, ‘phases:  a .
‘Summer program and a Fall-Winter-Spring programd, These phases
. overlap -'_i_r;.jﬂgonggn_t,ﬁ'_grganiiation,._and .personnel, but are. treated. *
_ . distinctly by all involved.. .° v e

S fé‘,,SﬁmiQer"Prbg:ram ‘begins in early July and ends. ip ?&ugust:. .

- .. Registration -begins in the. last. weeks of June .and‘is. an’ easy -
©*procedure. A pasent fills ont.asimple form found at the bottom f

R I S ey
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a ‘mimeographed flyer. -briefly jeécfiﬂip_g "h.tl;'e ‘summer aébi(iiti?s,’. :
~giving the child’s name -and address, -and returns this with one
* = dollar _to-Unitas._{Tﬁere,are no other fees for/participation.: Pajents e
may also request more infogmation, in which" case.”they .. dre -
 Contacted by-a staff member. Unitas staff and teenagers*are in
. charge of distributing flyers.td classes at,the. two local elementary-.
, " schools.. Fhere i¢.mo cut-off date for' registration and; -indeed, ©
registration is not: a’requitement for participation. Most” children -
come into the program by the fire, it! begins - functioning on its '
summer. schedule, but thiey’may also enter after the program begins. - .
Recruitmet of tednagers/o work Atring the siimmer-ds symbolic
parénts proceeds in a different- way. All but dight’of the . more than )
- -thirty teenag¢ and. 'young .adult’ workers' in. Unitas during the
summer have been involved in ‘thé program spreviodsly.. The new
- teenage workérs are ‘assigned beforé ,the start of the ‘summer
" program:'by e New: York City Youth» Employmient Program, -

which pays-their weekly salaries. All E;Sther,'_full-time staff' members

are-paid by Unitas and dd not change their status from one phase
of the program to the other. * S .
- - The, day before_the summer program officially begins; teen .
workers, regardless of their ‘previols experience in Unitas, come to- ,
- ."an‘all-day erientation 'meéting in St. Athanasius school where-chairs
have-been arranged ‘in ‘3, large circle around a classroom. Eismann’
" starts the ‘meeting by asking whether anyone ‘knows why they are .
there." ¥ To work,” replies one’ boy. Eismann responds, “To wozf, B
- that’s the name of the game,” and then introduces himself briefly. , .
“‘I'm not the kind -of doctor who gives injections. I help kids with
" their worries,” he explains. e
Eismann initiates agtivities that serve to ease the tension of the - *
first. day’s lack of. familiarity: He asks how many people know at . -
«least' oneperson in. the room, or two persons, no people, and so
* on. Next, he askseveryone to look._ at -the floor and,  one by one,’
" estimate the number of people in' the réom. Then the teens, count
_-each.other off. The remainder of the day is spent in going over the
“rules of ‘the' Youth Employment Program and of Unitas, the daily.
. Toutine for the summer, becoming, familiar with the. other workers, >
and learning the style .of the program. Rather than talk about the -
~Unitas program at length or ‘about the handling ‘of " difficult

. 3

* situations with children and coworkers, Eismann. has the teens focus °

on their immediate interactions with one anothér. Some of the teens
_dre noticeably bored by the focus &n introspection,” constant
“reiteration of what has just been said, and the need to help one
. dnother. verbally. Eismann makes clear ‘to the group';;{that, they are

being tested to see who_will be a good worker.and whbo willnot: - .-

-

s We want to kno‘: who can spehk'.up.-_and“cofriimafid
 1eadership. O thie street we have children who need
. o ) : _ . L]

.
.
v

- .1:9'-4>




T e q“ . . » . AT N oo
«. . you. Because of the nature of the work you may feel- oo
o uncomfortable about it if you’re not used fo it. We -
. need t?\kn‘ow how you'll perform. Help each other. = ‘

’ The teenagers are, indeed, being tésted, from the first day, aﬁd *
" not ‘all' will.pass. Eismann has discovered through "the years that
¢ untrained, unresponsive teenagers can be .more. troulxlf_»_,‘ to have

-around than not. In ¥ddition, the newly assigned teenagers will
most likely not be in Unitas" after the summo'r_,. making an
investment .of training and- time in- them even less desirable; If a |
. teenager is perceived: as unresponsive and non-interactive, and if -

- this same teenager' does .not live in the immediate Urtitas

 neighbtrorhood "O}} does not have previous involvement in the
{ _progqam,'then ¢ or she may well be dismissed. - o
4 By.the end of the first day, all the teens have had the chance to -
.} talk with one another and the message hasbeen delivered that

. \..in 4 grgup,n.any problem that ‘any one person has
! affects the ‘whole group. Like in a family. Since it
N . ,affects-everybody, everybody has a say in resolving

* the ._px’oblsm. st

' )

* The theme¢ of human. interrelatedness and communication have
been stressed repeatedly and consistently. The next few days will tell
‘ \f whether these messages of Unitas have been received and ‘w'het,h'exr '
“they will be heeded”. = - L B
~ Orientation continues thg next morning with the introduction of. -
. - regular staff therapists who briefly. describe the work they do. By .
noon, when they break for lunch and begin their work with the -
"children, each teen h'asrféeen assigned an activity for the afternoon
and the remainder of the summer. For each activity there is at least
. one “*old-timer”” who can teach the newcomers the: Unitas way. . .
- " The weekly summer/ calendar at -Unitas combines day camp .and
therapy, the’ two usually ' taking. - place simultaneously. On -
_ Mondays, Wednesdays, and Fridays at 10 a.m. from 50 to 100 :
\, - children ‘usually congregate on a neighborhood street to leave . for
“, the Central Park swimming pool. Oldler teen workers lead the group
to the subway station. and  super ise the morning’s swimming™
. activities. The children "are -back. at ‘St.. Athanasius ‘ for lunch by
- 12:30 or' I p.m. Lunch, provided free bf charge by the Public
School Lunych, Program; is set up by the lunch crew _cqtnposed of -
old-timer tAale teenagers picked by Eismann. to do this job- Thesey
teenagers, supervised only minimaily in their, tasks, distribute
~lunches to the children and their symbolic parents ‘as -they file.
through the doors of _the 'school gym, Upon.gatting a lunch, each -

person sits with"his or “her symbolic family in_ a. large circle.

< >~ 'Eismann emphasizes lunchtime ds an important part of the
- \J - .o N ' ' ' .
) : ., . ’ : L
. . ' 5 ¢ .
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-.teenager 5 work time with the chrldren, the offenng and sharlng of-'
food ‘with Others is seen as creat{ng or ,rernforcrng human intimacy. -

* period -begins. The children-leave for home or for the strkets, often

'with an extra piece of fruit or even a whole lunch to take toa ‘sister’

or brother. :Like .the teenage(s, they are free until the start. of the

'.afternoon program at*2:30. .
. Tuesdays and Thursdays are reserved f trarmng the teenage"
- ‘workers in’ therapeutic phllosophy and techmques There are ‘no
'formal activities for the chrldren, although it is’ during these times - - -

‘By 1:30 or 2 p.m. lunch and ¢cleanup are . over and a brief rest .

L\at the full-time styff therapists make home visits to clients- in the :

ea. The traxmng sessions. begin .at 10 a.m. and-go on until. noon,
usually - with a 10 to 15 mrnumk when fruit drinks and
. doughnuts are often ' provrded Ersmann runs the tralmng and
- usually devotes an . entu'e momtng to one theme, such as anger or
the ‘handling of ﬁghts between chrldren Eismann encourages the
teens to draw on therr own expenences with the chlldren, with each

‘other, and within therr families in probmg their feehngs The older, -

expenenced teens are partrcularly helpful in these sessions since they

‘ usually sefise what Eismann ‘is aiming for and they .work to move

the drscussrorr

s Wlth the ex'ceptlon of the names .of Edward ‘Eism and Lynn Stekas, Unitas

=]

the” group in the desire _d direction. An example of-a typlcal_

interaction taken from a training :session follows.

~ By. 10 a.m. op « hot August day, the teens have gathered upstaxrs :

.in the school.: Doughnuts and Hawaijan Punch have been set out.
- for them: After some preliminary busnfess Ersmann opens the floor

to the workers saying: . v
\ . .
Loy Now I’d like you to express the thoughts or feehngs
you have abou ‘your work - and relatlonshrps
}together, your wor -with the chrldren assrgnments’
~ on the street. Thi"is a- time to talk together and
- - share your pornts of v1ew - : /

The discussion is unmated by chardo, -a neWcomer to Umtas A

.Ricardo™ complains that when: they play volleyball on the strget,
‘pedple on bikes and in trucks and cars pass by and break - the

volleyball net: Several teenagers: suggest ‘ways to handle this matter,

e.g., assign. teenagers to the end of the street to"'turn away- vehicles -
-or*park a, car. across the end of the Street, One “teen recommends

[y

that they get the dnvers, to back: down the street. This leads to the-

topic of communication-and Juan, a teerk“elder ** focuses on the

form of dehvery of thrs or any message ow Ersmann breaks into

D bl . .

admlmstrator, all names of chlldren and staff in thls monograph have been changed
- to ensure conﬁdenuallty. b e
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%-21smann lt s all n tlfe way you say thlngs We could say, Call

. .. the pol ce, and have them ticket every car. It’s illegal for.. -
Y ¢ them to! be there. -~ Let the air out of their tires.” It’s ..
o o really a matter of how you say thmgs How do you' thmk e
’ the boys on the ‘bike felt? - ..

Jesus (a newcomer) ‘Mischieyous. v :

Raul’f(a young'teen. wnth ex{)erlence in Unltas) Havmg fun, ha\'mg .
' a good time. v

Elsmann What Juan ‘said goes a l1ttle further than what the other-'

SRS brothers see. I think he’s right. He’s saying mare than
: * what he sees. Do you see the-difference? ¢

Raul: Try to empathlze Put yourself in thc person’s place' N R
e ~
. Exsmann goes around the room askmg teenagers if they see how
- this is the same,as what they have been doing as a group in, Unitas.
- He calls on-Susan, a quiet newcomer to Unitas, to Tepeat what Raul
. has £St said. Unable to do this correctly, Susan, encouraged by .
" Eisfffann_and her coworkers asks 'Raul to repeat what he hras said.
Elsmzhm again requests a restatement of Raul’s observatlon,' this
time from others. The theme of empathy is gradually developed,
nurtured: by" Elsmann s zeroing m on those comments which . are"'
. most relevant. s :
~ + After sgme observations by teens abdut their - experlences w1th.'_
. children, ﬂet relates Raul’s remark to a. d1scusslon the- group had
had a week earlier in'a training sesslon
Elsmann (to Raul) ‘How d1d you feel about Janet,s statement"
- Rayl: Thatwasnt"'_ - C
.Eismann: She really understood you" . . N .
Raul.»Yeah""
, Elsmann How did that ma(e you, feel? L. .
o "Raul: Liké it was Teally, cleared up, , - I "

- Elsmann (to everyone) What does thls have to do with the 3oys

‘ R p on the bikes? . - . .
o Mary (a newcomer) ‘Ask the ‘kids on the blkes what ;hey mlght
o " be feelmg ot

Elsmann “The boys looked like they were’ havmg‘fun What could
"o you say. to them? '

B Juan You could say, “You look hke you’ re havmg fun » Keep it

; ~-short. ¢ oo e
_ Exsmann “You’re not askmg quéstrons or tellmg them what to do :
4 ‘\~ o You re not pumshmg or threatemng You’re helping

. to “bring about .co peration.” Do you see the"pomt
L% o+ 'Mary? You were dnost there| but we had to: wgo over -
o ong¢ more hurdle. ‘

[
S . . )




At this . pomt Ersmann calls for a break and suggests that they all *
- move downstairs to the gym to. escape thé¢ heat. The’ discussion

© " resumes with: Eismanf asking how ceach teen would feel’ if he or
_ she were theamotonst on the block. : -
'Elsmann "Let's- say you’ e the motorrst on the block You lnke the, .

: . Unitas program, but you have to get your car out How' .

“v-1 . would you feel? - “ .
‘ Tom (an experienced teen and Ersmann s adOpted son) I’d want.
to get out. .
_ Ersmann (to the others) Can you help Tom out? ,
" Janet:" 1 could ask hrm to move back. . Ce
‘Eismann: Sounds like what ‘Tom said. . o

. _Frank (an experienced teen); You c?uld S8y, “I understand how ’

you feel.’”

' 'Janet “““T khow it’s a hot day and T know that you don’t want tof-

- move your ¢ar but...

Eismann interrupts Janet abl'“PﬂY» *‘Stop! You don’t have to go

further.” Then, turmng to the other teens, asks, "Why did I say.

¢ that?”
. ,Mary You want her just to say what the feeltngs are. . _'

o Ersmann * That’s the most lmportant part -- to’ understand Now
ot ~we need another motorlst We need a woman‘-

motori st. .

Carlos, an old-trmer in: Umtas, reluctantly volunteers and is selected -
by Eismann to role-play a motorist, although there was' a specific' .

request for : a female Barbara, a newcomer, is asked by Eismann to

' -take the role of the Unitas worker "Before. begmmng, Barbara and
: Carlos ange. roles’ and - places  in the-group circle. Barbara
e temporan y_plays the motorist. ‘Ersmann then describes a scene -in

R which the motorist needs td useehis car to go.to- work. The day is "f :
5'-hot -and humid and there are Kids all. over, the car. Eismann then

.turns to Barbara (as nptonst) and asks, “How are you feelmg?”
: Barbara‘ Miserable! ¥ : ‘
-Elsmann Béautlful ‘word.

Y Barbara and Carlos change places agam Barbarannow playmg a

* Unitas WOrker, says to Carlos, “1 know you feel mrserable A

Ersmann (to ‘the group): . These are the .ways you might say it

. “Wow, you must feel misérable.” “I wouldn’t be sur~
pnsed“lf you really feel miserable.” “If I were in your

R shoes, I'd really feel mrserable * Do, you see-how the .
- same feelings can be commumcated in different ways?
- = Using_the word m1serable, how else mr&ht you say it

" to’ the motorist?

Q

o :Ra'u’l;‘ ‘Miserable day, isn'tit? ' - IR o L



Tom: What a miserable way to start out!

- Eismann (to Tom): Say it to the motorist. '
Tom (to Carlos): ‘'What a miserable way :nzart out’ ,
Role-playmg continues with'. different -teemagers actm as blcycllst .
and worker The teenagers. now understanding: he types of
responses most acceptable to, Elsmann. need little:coaxing to play
- their roles well. Several teens begin to embellish. the/dialogue with
"wit and street language: The teens are relaxed and clearly en)oylng :
" themselves, laughing and applaudrng one another: As the excitement
.diminishes, Eismann summarlzes and ‘expands on what has just

. happened. .

The answer is in how ydu talk to people,fthat you ..
know what it is to be in their shpes The: person may
‘be depressed Is there anyone who hasn’t ; en there

'\ - was then disappdigted?. At those t’mes what yol
.need is someone t do for you what

language to understand, one you le
but which you learned not to feel.
not to. We’ have fo get back to the fedling of child-
hood, to use that rw1th edch ot"er

-children. o

_ Finally, Elsmann returns to Ricardo’s- on |nal problem with the n
drwer bicyclists, and the volleyball net, He 4sks who in the group
would be available to help: ‘Ricardo should v is problem arise again.
" Ten people, about . one-th1rd of the teens present, raise their hands
to volunteer..Ricardo chooses one teenager to,whom he says he will
turn for assistance. _Eismann then tells/ the teens that he will
. intervene on.the street when -the work TS appear to be having
problems~w1th the chlldren T

S 7 It’s one. thlng to talk about lt "d'understand and ‘.

- another to put it into’ practhe h1s is called thera-~
. o ° - peutic, commumcatlon S : .

‘During the remarmng twenty mlnutes‘, several tOplCS of a buslness -
nature are raised and handled An- important in-house problem’
+ having to do with the length ‘of the/work day is introduced but
there is obvious. reluctance- on- Eismann’s part to.deal w1th it then
and there: In spite bf Eismann’s attempt to put off the discussion,

- Lynn- Stekas, the Unitas admrmstrator, 1ns1sts that the problem be .

resolved lmmedlately ‘Few feelmgs ‘however,+ are explored in the
. resolution process smce 1t 1s gettmg late and all are anxlous to leave.
‘ _t‘orlunch S S
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Mormng training sessions ‘end a little after noon Lunch for the
children and teenagers follows, as it does on. the other days when
-the’ gr5up returns from the swrmmlng pool. However, on training
days, the teens have more free time between the end of lunch and
the start of the afternoon program at 2:30. The teenagers’ pay will
- be” docked if they do not returr in the afternoon, though it,is only

.. among a handful of ‘the newly assigned teens that such a constralnt _
is relevant. Most | of the teens are pleased to participate in the
" program and devote extra hours on a voluntary basis to Unitas
‘which speaks to the- strtngth of the bonding’ engendered by the
program. The chlldren, too, have good attendance records for the
*summer program. - ~ e
. A little ‘before 2:30 chlldren begln ‘to congregate on Fgx Street,
whlch has been closed to traffic for the Unitas afternoon program.
"As bats, balls. exerclse mats. and arts and: crafts materials appear,
the children gradually settle lnto activities in the street, on stoops,
jand shaded corners.. Ersmann is rarely present for the start of the
_ afternoon programy; the teen gers take responsibility for planmng
activities and .bringing out the necessary materials fr St.
Athanasnus and the basement of a tenement which. _serves as- their
storage area’on the street. - e
Teen workers have no say about the actlvmes to whlch they are
", "assigned, but may egxchange activities with other teens. At the start
4 - of the summer, Eismann assigns one or more teens to one of
thirteen activity areas. The division of asstgnment§ runs along
traditional sex-role lines. Males handle ‘basketball, wiffleball, plaster
~ casting, painting, goodwork, dodgeball, and. kickball. Females .
. manage block buildfig, lincoln logs, tinker toys, boarg games such
j,s Monopoly and checkers,’ drawmg with pencils and ‘crayons, T-
hirt -and water cup “table (shirts and plastlc cups- are- silkscreened
‘with the Unitas lpgo and sold for one dollar each), and jump rope.
Three activities -- crafts decoupage (a combination of woodworking
. and painting), and mats -- are managed by both males and females.
The fat, work, descrlbed by Eismann as one of he most important
activities on the street, has generally been org nized and run®by
more experlenced male teens. ,It tends ;to attract more boys than
.girls. This year, while males still predomlnate in this activity in both. .-
staff and children, two female workers have been assigned to mats.
- Well aware of the difficulties in getting g|rls lnvolved in mat ‘work,-
- Eismann explain$ to the teens: B . °

On mats partic-ularly I want girls. Girls stay away
from mats unless there’s a woman. They stay away
from gymnastics. Encourage them to have courage.
Especially the girls. They’re put down too muth.
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areas. Indeed, as indicated in the listing of. the activities-and their

staff composition, Unitas, -in |ts asslgnment of ‘workers, has’
~ encourageéd the .separation. ‘of “males. and’ females and the '

continuation of traditional sex role-oriented actlvmes

‘In- spite of "a- seemlngly rigid structure, Unitas gives, ample

opportunity Ao ch|ldren ‘and teens to structuré<their own time.
Children are freé to choose any of the organized activities or to
play on their-own by themselves or with friends. Teens do not have
: ‘to&ien@o their actrvrty areas excluslvely If they must leave their
activky, especlally to be with a child’ wh.o needs their, ass|stance,
they may do so as long as their - coworkers know where they have

~There are no equally xpllcrt attempts to alter. sex roles in other
y.A

et

gone and agree to their leaving. Beyond signing in and out each day _ -

. there are virtually no outside checks on the teens. They are expected

nd encouraged to be reSpo\nsr\byo and for one another. If.a teen

" shirks' his or her duty, it i$”alsumed that coworkers will deal
appropriately with the problem.

- Play activities continue until .about 430 p.m. when cleanup

beglns Eismann has n on the street fgdwell over an hour b

now,’ going from activity to activity, talking with the children, the

teens,.and the adults on the sgreet. By 5 p.m. all materlals are put

" away ‘and children and workers move to their places on the street

. getting ready 5or the afternoon extended family cirdle.
By 5:10, if‘there is still commotion, Eismann speaks up, *“l am
waiting for the famlly to unite the people,” or “I’ll know by your

silence when .you are ready,” or words to that effect. When the

children and teeng quiet themselves down, the afternoon extended

family c|rcle begins. This is a time for.the children to speak their .
minds. Typlcally, the - children tell briefly. .abbut s0meth|ng of
" interest happening at home, e.g., a visit’by a relgtive from Puerto”

Rico, a misunderstanding between the speaker an another child, a .

complamt about Unitas, the loss of an item, or a query / about a
_person absent from the group. Eismann deals with each comment

or. question. Often, the group. spends cansiderable time helping the\
child to communicaté his or-her idea, e.g., to get Jimmy to speak .

loudly and clearly to l-fenry rather than direct his comment to
-Eismann. The main role -of the other symbolic family members in
this case mlght well be to help Jimmy to communicate : effectlvely

- rather than to solve whatever probléem-he presents.

Y

Generdlly, Eismann -adjourns the meetlng by 5: 45. Chlldren,
“some with crafts in hand from their afternoon s work, scatter -
quickly, as do teen. workers who are anxious to end the work day.
‘A number. of teens, especially. the old-timers, feturn to- St.
+Athanasius to soclallze for an- hour or so with the|r frlends after’
slgnlng ‘out for the day ’

-, CE
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‘In the second half of the summer nrogram, the full-tlme staff_.'

(mcludrng several. of the older, expenenced teens, but-not the’ other °. -

" teen workers)’ meet for. one and-a half hours to discuss - schedulmg"
pro'blems, orgamzatron of the program; worker relations; and other -
““business - matters. This time is also used by. the: workers: to- bnng '
complalnts to Elsmann on ,behalf’ of their more reticent;. younger

. coworkers. The older teen- workers often -act- as medrators between. -
both the younger teens and the' children and the adm1n1stratlon
mamly Elsmann e f" v. oo e am

LI
. o e
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The Unltas summer program is officrally over at the end of' ..

) .August Itis followed, by a period of several weeks in which there is N i
- no- orgamzed large group. activity for the children. Individual and . -

famrly therapy contmues as the Unitas staff prepare for the winter

program .Since .workers and children are betwéen programs and'

.structures, as well as seasons, this is a time. of flux and confus;on e

Not wanting to. lose the momentum of the summer, Unitas struggles

oto] keep its apresence felt on the streets” and in; the minds- of the
. chlldren and teens. To" assure contmmty, Elsmann directs the staff = -
10 ‘“‘go to-the street dhd- harig around .have cont’acts with teens.

‘Unitas is not’ Jl.lst when the 'program is in action but whenever &

A

people :are together.”’. Staff--members suggest simple “activities -- j'_ ';_

tosslng .a_football or playmg a game of cards -- that they may take' L

- out to. the street to maintain the eontmmty that Elsmann wants. .
From m1d-September to the ‘end-of October, or: whenever the -
" cold: weather drives people .inside, " Unitas holds. extended family
cnrcle “meetings;-. complete with “preceding play activities, on_the

*' 7 “street. Several weeks after school begins,. Unitas sends out envoys to

', describe: the program ‘to téachers: and gurdance counselors and to

ask for” referrals ‘of problem children. The. ‘children- referred in this -

' way will be ‘seen -individually by one. of ‘the mental health workers, .

.. in their school within the context-of their real fam11y, or ln another'
' therapeutlc modalrty or combmatlon -of therapres. :

From year to year ‘the spec;fic actlvmes that Umt 1o
chlldren dunng lihe w1nter program vary somewhat, .although art v
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_biological famﬂles

. The extended famlly circle’ takes on a’ sllghtly dlfferent -
-+t complexion :during the winter. Instead of . convening four days a
" +week, it meets only once, on Thursday afternoons. Beginning at

- 3:15 p.m. children enter the: St. Athanasrus gym. ‘Eismanf greets

each -child at the door, makmg sure. that each. joins- his or her:
: symbohc famrly in .the growmg crrcle forming on the floor. Once

- everyone is seated, Elsmann Joms the c|rcle ‘and officrally beglns the

p .meetmg s ‘
- Unlike the summer pr gram, the winter progratn beglns ‘with the ‘

" circle and is followed by/recreation time. Because it is now indoors,

the circle is quieter and more °orderly than it was in July and

) ':August ‘The substantive portlon of the meeting does nd _change
" significantly from the summier, nor’ does the: structure. The circle

lasts for about one-half hour with Elsmann ‘leading the proceedmgs

- About 4 p.m. the circlé adjourns for playttme which'lasts one hour.
" After, recreatlon tlme the circle. reconvenes. brlefly for two.’
‘purposes It is a time to’ say goodbye to everyone and it is.a time to. .

.have a lost-and-found service. Eismann calls on the children one by

one,. askmg for -items- whrch they - may have lost or found in the .

- course’ of . the afternoon. _Pens, pencils, hats, and balls .are

- small and insignificant, has been- carefully thought out and
~for its therapeutic value. In the- example of the lost-and-found, the
- children learn abbut retummg possesslons to. their rightful owners

exchanged with a .word of -thanks. Each activity, no- ma‘tter how

-and ‘about the style’ required in- giving “and taking. The child who
‘does not ‘thank the finder of a lost item receives d1rect and. C

rmmedrate disapproval from his or her peers. - .
" At:5:30 the‘children ‘leave . for_home, being seen. to the door by

,therr symbolic parents The entire ‘staff of symbolic' parents,
'. theraprsts, consultants, and admrmstrators ‘then meet for one hour -

to discuss therapeutic or business matters. Thrs dlstmctlon, howeyer
is somewhat misleading - smce buslness matters often become gnst
for' the _therapeutic mill.

. therapy, psychodrama, play therapy, and remedral readmg are usual L
~ offerings. The ‘Winter -program- tends ‘to _be less. recreational. and .
~...more drrectly “and mdrvrdually therapeutrc than ‘the summer
program, in part because of the increased numbers of trarned social: -
-’ work' staff..In.the summer, little- work W1th families-takes place
;...outslde ‘of the’ ‘daytime - schedule, in the winter, group therapy
.'sessions are scheduled during both days and evemngs for teens and' )

st

designed

The following . example, taken from a }een crrcle meetmg,-[ o
|llustrates ‘the: blurfing “of . business- and therapeutlc issues. The: Lo
overarchmg ‘themie of. this . session was the maintenance of concen- - -

" tration on what the theraprst is'.doing psychodynamrcally A
‘theraplst at Unltas related to the group a complamt made by the.



- mother of a young teen who had been coming to U_riitaos for several
““years. It was early June so Unitas vg'las"n_i_@_king preparations for the
- summer program. Peter’s mother ‘complained to the: therapist that
-=* - her son had not heard whether his appointinent to a summer job-
was definite, The mother expressed fear that "although - Péter was.
', promised the job he would not get it; which had happened to him
- the year before. Eismann begins to question'. the therapist more . -
~ closely about Peter’s mother’s feelings, to which the therapist, now .
~ clearly annoyed, replies, “‘It wasn’t a therapy session. I jiist met her
. casually on' the street.” Unruffled, Eismann directs his. questions to - .
the rest. of the group: B Y SRR
. s : B . L .
What happens to make a mother go:to an dutside’ -
~ source. rather than top}he child? Is Peter not clear? " '

~ Several ideas are.off_ered by different people in the group, but'soon . :
they are back to the practical-issue of whether Peter is_on the
_ simmer roster of teen. workers and is really: interested in being a .

summer worker. Within several minutes, however, Eismann moves.
the discussion away from.the business issues and -into the realm of
. psychological training. . P e
I want,to pick up on the therapist’s statement that
he met Peter’s mother’casually on'the street-and that
it wasn’t a therapy session. Whenever we meet some- .
" one, casually or not, it is the best place. This neigh- |
"' ‘borhood is-our therapeutic community, hence all -
.interactions’ within it are to be understood as occa- L
" sions fo.r‘-therapeuticvinterv_ention. o :

——

These inner-circle meeti are run in the: same way -as’ the .
 extended family circle meet“ith one predominant male leader
"+ who dirgcts the flow of interactions and -determines, to a large. -
. ‘extent, the. direction of all discussion. Generally, this person is
Eismann. However, Unitas has begun to move towards the training
_ of other individuals -- notably members of the inner-core of ‘male
" - - 'workers who have been participating fully in Unitas for a number
. of years. These young rmen are receiving training with the express
puipose of moving them into leadership roles within Unitas.
* ‘Like the extended family circle meetings, but on a much’ smaller
lével -- with 10 to 20 people present rather than 100 to 200 --’inner-
circle meetings fulfill several purposes. They ‘enable the staff to deal
_with- busines§ matters such as the tracking down of an absent teen
“or the scheduling of adgivities. A second purpose is to train the
workers in therapeutic theory and techniques, -as illustrated above.
g Third, they permit group members to. express their feelings toward
-+ their-work, the children, and other workers. In this Tespect, these

* B : : Ce
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- meetlngs are penpherally therapeutlc for. the pamclpants

- Built into the structure of Unitas is ﬂelelllty to adapt-to the
needs of the-children and the workers In Autumn 1979 ‘several of
_the older teens expreSsed the. need for more time devoted to" ‘their .
personal concerns, that is, time. ‘that would. be explicitly therapeutlc
for them. There are now three such therapy groups for teenagers
who meet weekly at'. Umtas They all .take- place on Thursday
evenlngs, after ‘the extended famrly circle ‘and inner-circle .meetings
. and -are run by either Eismann or ‘Stekas,’ the Unitas a /mlnlstrator

and social . worker. The#t’petus for these meetmgs came from
Stekas who had develope® close relatlonshlps with- the teenage girls
and the college-age boys. She orgamzed therapy. sessions for each of
these groups. The third group includes the remalnlng younger_
teenagers and is directed by Eismann.

C. Staff

_ Just as.the organlzatlon of the Unltas program has changed
through “the years and. continues to change even at ‘the time of this

© writing, so, too,. has. the staff- composition. The main figure who -
~  has’ remained constant in the history of Unitas is Eismann,
o ,although his role in Unitas-is changing as ‘he turns more

- responsibility over -to the program admlnlstrator and the
Lo exp ienced workers.
’ E Staff composltlon of Unltas hasxchanged prlmarlly in
response to the fundlng sltuatlo‘n of the program and the ‘agency.
From its ‘beginning in‘- 1968 -until :the present “the director of ‘Unitas

has been Edward ,P. Eismann, creator of the program and prime '

mover in its development and incorporation ‘as an autonomous’
agency. During its .early years, while it still-functioned as a limited
‘outreach program “working out of a local community mental health
center, ‘Unitas had no . full-time. staff.. Elsmann, aided from time to

- time by the community mental health center staff- and later- by a

: teacher from the local elementary school and by teenagers, ‘carried

- the full’ burden of administering, -organizing, recruiting, and

leadmg, not to mentlon provrdlng therapy, the main purpose of the
program; , ¥ __
- Since its incorporation ll'l the spr1ng of 1977 when it began to .
/function autonomously and receive outside financing, Unitas has
expanded programmmg -and- staffing,- During its first autonomous .
‘ year, Unitas had, in addition to Eismann, a full-tlme masters-level -
social worker ‘who specialized in family therapy "Also hired, for two
: ,consecutlve SIx-month perrods, were two male teenagers for Youth

15 a



~ Worker positions. During. 1978-79 there.‘were two B.A.-level social ..
- workers ‘on ‘the staff, both Puerto Rican. Their main responsibilities
- .-were to. do family therapy and play therapys.although both /
_inevitably became -involved in other aspects of the program such as
administrative duties and individual ‘counseling- of children. Both .
left within one year of arriving at Unitas,: although one of them
continues his relationship with ‘Unitas. From.September 1978 to
May 1979 two Puerto -Rican. MSW “students from New® York
“University interned at--Unitas, “fulfilling roles ‘similar to-those of
- -their predecessors. During this year Unitas. also ‘hired, on a per hour -
*  consultant basis, an art therapist, a remedial reading instructor, and
- a psychodramatist. These specialists_participated only on ‘Thursday
- - -afternoons for the extended<family circle session_s;\}u_ring the winter
program. - - " - . S
In January 1979 Unitas hired-an MSW social ‘worker, Lynn
‘Stekas, to serve as full-time administrator ‘of the agency. Through
_professional c#ntacts Stekas brought in two college-level social work.
*students to complete oné-year training internships at Unitas. In -
October 1979, after ‘the B.A.-level social worker and the MSW
_students had left, Eismann and Stekas decided to hire additional
staff: Three"MSW student interns from New York University began-
unpaid clinical trainigg-at Unitas. A- full-time administ'ra»ti_v'e
assistant with college training in both business and ‘psychology was -
- also hired, as well as a secretary to tend to the agency’s growing . -

- administrative needs. -

<)

" D. Teeqagﬁ_’rs and Children

‘e

Through the years there has been a.-steady corps of teenage
volunteers --‘many. of whom are paid whenever funds are available -
- who have maintained the program,. regardless of its financial
vacillations. - While full-time paid staff is a relatively. new
' phenomerion within Unitas, these volunteer teens date back to
. Unitas’ inception and, indeed, form an important part of the Unitas
_notion of therapeutic community. .. =~ ° - o
+ - During the summer of 1979, thirty teens were employed at Unitas '
to fill the roles of symbolic parents, aunts, and -uncles. ‘This -
population can be divided' into. three groups.- First, there were .
uncommitted teens who worked at Unitas for the summer only,
most of .them referred by the Youth Employrient Program. Second,
 there. were more committed teens who ‘had worked at Unitas before
the summer program and continued to work ;here after the summer
.. program ended. ‘Third, five inner-core workers who are situated )

-
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between . the teen workers and the professional staff .in both

‘responsibilities .and- prestige. The duties of - this ~group wére more’

. similar to-those of the staff; but.these teens were not hired, as was .

~ . the staff, to perform a specific duty. By: their own: description,

" these teens ‘‘grew dp’* .in Unitas and considér it an integral part of

- their lives. The approximate ratio of workers to children during the,

' -summer. is om® to seven. This ratio increases-to one worker for

_every nine children in the - winter program W)he_n“moge children

" -participate in a’ greater variety’ of therapeutic activities and fewer . -

~ -full-time workers are available to serve them. .These figures should

»" be understood as averages' sincg fro :_one'progfbjn piece to another .~ .
the ratio ‘can jump from one  worker to- several’ children, in art. -
therapy, to one worker. to one child, as in individual psychotierapsy.

"to two or thret workers. per child, as in a crisis situation. - e
~-During the* summer -of 1979, teenage -workers and adult staff
completed questionnaires concerning various ‘aspacts of their lives.
© At the same time; 150 children in Unitas were interviewed. The ', -
-, purpose in obtaining comparative information on the children and
the workers was twofold: First, such data were'Viéwe_d as-providing% _
‘a baseline for understanding. thé structure and functioning of the &
program. A program cannot be adequately assessed without
knowledge of the people it serves and the people who pravide the
service. Second, once these data were available, the two groups
could be compared to determine’ demographic - and socioeconomic
similarities and differences. . ' S e
The questionnaires filled out by the teepagers -and the adult staff .
presented few problems. Interviews - with children, however, were
ot as -easily - accomplished. Most noteworthy ~was._ the -difficulty
- éncountered in establishing .the exact number of participating .
‘children. At apy-one time, regardless of which aspects of the &,
program are operating fully, there are approximately 300 children " )
 active in Unitas. Exact numbers are not available, howevgr, because
participants sometimes fail to register, some have ;potty-'.attendanc_:e :
.records, and the programs often change, for example, the summer
. program lasts only eight'weg(s. In addition, many children, because
of their young ‘age, were unable to provide adequate answers to the -
- quéstions. In such cases, family members were consulted. whenever' -
possible. o A A
- The intervjews. were’ conducted with 120 ofthe 184 offichlly. -
registered. children ‘and 30 ‘unregistered -children who were .-
pai';icipatin'g in the program. Sixty-four ‘registered children were not
inferviewed for a variety of reasons, including: the child had left
the program to visit family in Puerto Rico; ‘the child only came to
Unitas as a visitor or for 'a‘special trip; the child had stopped
coming; the child was too young to agswer the questions and no
one was available to assist; or the:child sjmtply could not be located * -,
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’ at the ttme of the mtemew. Each mtervlew was conducted by one . -

- person . who,,m most cases, knew the child well. In all, there were

“ten trained interviewers, all full-time Umtas wot‘kers Ihe interview -~ '

‘ook about half an hour tp complete. -

Also during the summer of 1979, for a penod of five weeks, all o

Unitas - symbolic. parents were required to” keep daily attendance -
records of ‘each child in his or her family. Tabulating. these data as .
.available for . 120 children ~of ‘the. 150. who were subsequently '

- interviewed, average attendance, out Of a possible maximum of 25
- meetmgs, ‘was 14, producing an attendance rate of 56 percent. The'
- rate was lower (52 percent) for' children between the ages-of two

" and nine, and higher 59 percent) for. chlldren between the ages of

- ten .and fifteen. Children aged nine and younger averaged thirteen.’ |
. months at Unitas compared to the over sixteen month average of .
older chtldren. For both younger and’ older children, however, the

‘mode “was twg\months, mdrcatmg that many children first entered
Unitas at the start of the summer program. The longer a child has
béen in Umtas the better-his or her attendance record. For those in -
the program  three months or less the average attendance ate ‘is 52"‘

percent, while those in ‘the’ program over two years have an average o

attendance rat¢ of over 62 percent. :
Table 1 presents selected socroblographlcal charactenstlcs of the

'workers and children- partlclpatmg in ﬁmtas ﬁrmg July ‘and

August of 1979. Members of the staff and teenagers are - both
classified. as workers’ since’ t,hey functioned in similar ways: during .
* this period. The' staff includes MSW studeént interns, ‘B. A-level a

. social workers, . and administrative personnel.

One - hundred “arid - fifty. children were mtervnewed along with
_ thirty-seven workers, of: whom seven were senior staff -,exéludmg
Eismann -- and thirty were teenagers The age range of the children -

"~ was from.two to fourteen, wnth ten bemg the average age Thef

* average age .of the workers was ninéteen.

The fact- that 64 percent of the chnldren are male is mltlally
: stnkmg However, this_5tatistic is. consistent with the findings of.

‘Canino et al.* that male rates of ad:mission to psychiatric facilities

" are about twice as high as female rates. Thus, the percentage of -

males is about what should be expected. Among the teenage

."workers - there was’ roughly the same, predominance. of males over

females ‘In general, boys were attracted to the groups headed by
.- males, and girls to the female-headed groups. The one exceptlon to
.this pattern of male predominance was among the semor staff
where five of the seven were female a .

4 Camno. lan A., Brian F Earley. and Lloyd H. Rogler The Puerto Rican Chtld in

New York City: Stress and Mental Health, Monograph No. 4, l-lnspamc Research
" Center, Fordham Unlvemty. Bronx, New York 1980, )



[T Selected 8 obiographleal Chmcterisﬂm of :
_ Workers an(! Chﬂdrenln Unltns, Summer 1979 :

' . chmc'terléties__"» . ; %’ogﬁers - Ch'l'l’ilrt_:n;
; :.Mmage(ym) RS S i

Male T 0 e e

Education (%) ©  ~ - . - . FURTARL R
“Inschool - . ..o - . T 96
@utofschool . . . . 2.-" 47
Notavallable_ T L
Last grade completed , . o S
- - (mean, ifyears) - . 2. 4.

CEthnicity (%) - >~ T

' Hispanic - o 68 oy 9l
‘plack . . 2 T
Other s T2

.. -Religion (%) R T
..~ cCatholic % - .. - .. s = 51~
: Protestant. .~ .. . - .32, 26

. Other: . .- .~ v 14 0 23

'."Languagespokenathome(“/o), e e

Mostly English .~ -~ o6 . 7 197
~ Mixed: Y A - SN
MostlySpamsh T § SR 47

: Famllystructure (%) . o | e o
One-parentfamﬂy Y -
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Smce abont half the. chll&en are referred to Umtas by schoolg,

is not surprising that Jevels of educatronal partxcrpatron are high. In .
fact, all chlldretl\ of school age were attendlng school. . The
* percentage ‘'of workers. in school .is obvionsly reduced by the senior
staff most of whom have completed school ‘Among:the teenagers,

alf ofgthose who graduated from hrgh school m June

entered college the following September,

".'The majority- foboth workers and chlldren were 1-115pam most
. of whom 1dent1fied .themselves. as Puerto Ricans. 'l'he advantages of -

‘ _.cultural afﬁmty in the Unitas program are quiteé obvious. Inthis
context, the larger propartion.of blacks, among the workers is
_interesting and, possibly, signifjcant. |

The religious backgrounds of workers and chxldren are very

. similar. The high percentage of Cathiolics is to be expected in an . - -
ﬂlspamc populatlon However, the number of -children in the '

-‘promotmg worker-child compatlbrlxty

Fother” category is much higher’ “because about 12 percent did not ) o

know what, if" any, their religious affiliations were. Similar rellglous -

background, like sjmilar cultural background, ‘may be ualuable in
Although Spamsh is the.language - m:st often” used in the home,

."partlcularly among the children, English is the language spoken at - '
" ‘Unitas. While this practical bilingualism is well known among those

“who ‘work’ ‘with' or study Hispanic children,. its cultural and - L
psychological implications are important.: ~This: charactenstlc needs . =

to be viewed in relation to its effect on the ‘child.
. In. famnly structure, both the children and . the workers have a =

~ high percentage of one-parent families. While these figures are high,. :
- they. are. consistént with "those of. the.. general Puerto- Rican :
population -of New. York City where about S&percent .of all Puerto

vlater in.this study, the Unitas program is specrﬁcally deslgned to.’

Rican households are headed by single parentg’ As- will be evident

cope with this situation. .

e

-Jn general, the table reveals that the characterlstlcs of the
chnldren and. the workers are very similar.- Not only are the key

factors of language and culture fairly close, but also religious

affiliation and family structure are similar. S;nce the majority of
_authority figures that the children see, in terms-of doctors, teachers,

police, television. personalities and others, would not be cultur ly.*'

slmllar, this- affinity- between Unitas. ‘Worker and child very likely'i is

useful both for. enhancing communication’and ethnic pride. ;
" The theme which |ntegrates the various aspects of the ‘Unitas

program |s the lmportance of the family and the relatlonshlps

' National Puerto Rican Forum, The. Next Step Toward Equality: A Comprehensive % .

* Study of Puerto Ricans in the United States Mainland. New York, 1980, p. 10.
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.~ PLATE 3. ““The essence of psychotherapy .
-4, ‘resides in the energy of.love that. is.. . .'.
" communicated ~ and " ‘responded. to- - -

_. ! bytheother.” it

7,
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' PHILOSOPHY. OF HEALING

“We meet together to heIp each other. L
We meet together to care for each other. T
-We meet together to control each other.. = - o
We meet together to shdare our thoughts and our hearts. B
This is Unitas. We are one'big family -
male up of lIttIe families

* e

Wnth these WOrds Elsmann begms an’ extended famlly ctrcle
’ meeting of Unitas. The family provides a recogmzed symbol around
- which the Unitas Therapeutlc ‘Community has developed much of -
its philosophy. and. programming. For Umtas, the- farmly is a highly .~
emotional,” potentlally powerful therapeutnc structure in. which

* - individuals learn to bond with one another.\t is- through the family

= both real and symbolic - that ‘Unitas teaches the troubled ybuth
- of the South Bronx about - the range -of human emotlons and‘ \”

c 1nteractnons : v

- The fatmly, as an 1deal § ure, is’ the symbol of the Umtas
therapeutlc group. Every teenager and child can readily 1dent1fy asa
son. or’ daughter, sister or brother, from. first-hand experience with

| L parents and siblings. By relating to others in- Unitas accordmg to.
' »_-these familiar Kinship statuses. they gain an understanding ‘of “the,
' 'r'problems of interaction within a farmly and leatn. ways of. resolvrng

. them. As Rismann points, out, it 1s the responswnhty of the entnre
Sl group~to ‘handle conflict.. :
e Umtas -justifies this approach t chlklren through bgth real and -
.. symbolic family ‘Systems on psychologtcal grounds ‘Eismann wntes
: 'that through the years: o ) Sk .

Umtas had become q symbohc famrly where yo&th 4 N
 were often helped to:get from each ot.her what t ey R
o ; ’,' ;'.vf,g' . PRI, l" -

N EI N e
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o -'_ were:often lackmg in- wholc or in part in their. a(:tual
" family lives, which lack was theorized .to result-in -
- behayioral or: symptonmtic disabilities. Thrs lack. way
. seeri-as esseritially the absence of one or two experi-,
+. - ences or both:a lack of positive group belongmg and
.+ at least one deeply. fejt nurturing- friendship with
. someone else, regardless of age or sex. Without these
. two,provisions, maladjustment Rvas seen’ as<highly -
- ikeely. The experience .of . pasitive group. ‘belonging -
-was understood as’ ordinarily provided fo a.child by .
_ his biological”family unit and the deeply felt nur-
turing friendship -as ordmanly provided by nurturing - .
' .parents or parent -substitute. But for the troubled -
" child where fanflly. life s usually so dysfanctional -:
. and its rehabilitation so questionable, an alternative - -
.+ symboli¢ family care system was created by Unitas in '
S "which provision for emotional ‘arc .of children was
.. developed and bmlt into the local nclghborhood net-
- work. This “family care’” system was 'seen as best
'offcred through the therapeunc commumty conccpt

Thc Umtas mcthod is not one. of- psychotherapy as, for examplc,- o
psythoanalysxs, although 1t propounds certain methods and
phxlosophtes of therdpy moré than others. Unitas is an- .enterprise

" whose " goal. is psycholpgical healing. Such healing, . according. to
~* Eismarin,. may be eff ted through a broad variety of approachcs
.,Wthh aim to restore wholeness-to body, mind, and spirit.
Conceptually, the broader term “healing’ refers to all those actions
., . which “aim to _establish.’ or rc—estabhsh wcll-bcmg to the. _wholc'
- person, ‘not \ﬂecessan’l focused exclusively on the psyche. In its
- approach to the whol¢ person, -Unitas also aims to provide an
- environment for the children; which is .clean, orderly and. pollutxon- _
¢ free (no smokmg, dru ”and unheccssary noise), and encourages a :

‘health orientation which  iricludes exercise, good nutritional ~" -
“““practices, and "physical|touch.’While such holistic approaches.and = °

concepts are recogmzed and supported within the overall orfentation
- 0 'healing, it-is primarily in the intetpersonal .components of
psychologncal hcalmg that Unitas concentrates its. strongest’ practxcc
. These mtcrpgrsonal ethpdologies. can pe rcduced to two:
thcrapcutxc commumty d [&hotherapy YR .

REI L o EE R S U TN
"+, Therapeutic community, as 'copt‘rasted w1t_.h"__ pstho_therapy, isa
. 89
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form of m:heu therapy whlch stresses the unportanee of cultrvatmg
‘a positive, cooperative, fautually. helpful - and eﬁcouragnng:.
‘interpersonal environment- withm the context of an. educatrve or-
treatment setting. : -
. % Eismann gives central 1mportan.ce to a modnt‘ ed version of t'he B
therapeutlc community paradlgm frequently used in mental -
" hospitals. This model, originally explicated by Maxwell Jones,
descnbes the therapeutlc commumtyasfollows ' e

‘;The-therapeutnc commumty is, dnstnnctnve among Y
" other “comhiparable. treatment centrés in the way the
1nst|tut|ons total resources, both staff and’ patients, ..~
are self-consctously pooled in furthering treatment..
- This implies above-all a change in the usual status of
© - . patients. In- collaborat)on with- the staff, they now
become active participants .in the- therapy .of other e
patients ‘and in other aspects “of ‘overall’ ‘hospital o
work - in contrast to their relatively more passnve RN
'reclplent role in conventlonal treatment regrmes“’

o .

There are three prmcrpal lines - of social |nteractron wrthrn a ,
“therapeutic community: the patlent and hlS peers;. the. patnent and"
the doctor; and the patient and. the junior nursing. staff. Jones -

_ advocates .the development of these communication networks and.
therr mtegratron into the’ coherent treatment of the patients.’ With.
o the openlng of these channels there is. an. mcrease of patient _
. partxclpatro'g, in his or her own and- .other. g*ms’ treatment, in»
T warde admmrstratlon, and in the use of coMmunity and group -

treatment.. There is also a concomitant decrease in individual - psycho- .
therapy.: Such «hanges result in a shift in the social. orgamzatnon of -
the ward “from a predomxnantly hierarchical one...in the directio
of a.democratic, equalitarian -one.””*; "As patients - assume greater -
- responsibilities in -their own treatment and that of .other patnents
.their roles gradually becorhe closer to those of the staff According. i
_ to Jones,; these changes lead to the aceeptance of new valués andi
. cultural concepts, - . ‘
.+ . Although orlgmally developed; {or use in the orgahmtlon of &ﬁ
- & psychiatric unit: of a l\ospxtal -the: tferhpeutlc mmunlty conce
-has been’applied %to. other .treatment: setti Indeed Jonep
recogntzed such possrbllmes, wntmg that* R ! f )

- b , . -
¢ Jones, Maxwell "To‘rds a Clarlf' catlon of the "ﬂlerapeunc bommumtﬁ

‘Concept.’”’ .In Rossi, Jean J. aiid William 1.  Flistead" feds.), TRe Therapeu
Commiunity. New York: Behavroral Publleatlons. ! 3 P. l7 T
. ‘.'.' . . . S ‘ v.‘ ’
o hid . 1% _ S S
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Th ngmal escnptlons of therapeuﬁc communmes_' -
'[fltal ‘«But' h the growth of . '
1gs, such as- the

vdrop-m clinic, or - :
bo:hood

: e = e
own fam:ly, or extended fanuly system, and ‘often - :
_,operatmg ‘within’ hls 1mmé‘d1ate home environment. i

Thus there has™ been a’ confinuous trend from. the .

o R artificial sétting of the: hospital -to —a.much clOser in--

_volvement with- the soclal casualty ln hlS real-llfe
,settlng : .

.o

-#in the South .Bronx. The pnnclples, practlces. and common'.’

. ¢ community and the modlflcatlons lntroduced to ‘Umtas are._? a
R _descnbed below o

" '_»'hfe, proposes that .close contact 'b

,"orgamzatnonal elements- guldmg thie operation of a therapeutlc',

‘" and the. commumty ‘outside the institutional . setting.’ Operatlng :

'_ 7 within the institution, usually a hospital, the treatment program, to
. ';'Be ‘consistent - with. the - ‘philosophy, needed explicitly to, formulate -
.. .ways to assure-contact with real life’ outside the mstttutlon Unitas

- does not remove the chlld from his native social’ enwronment and--

... does: not, ,therefore, face 'such a problem E.lsmann refers to
. * Bleuler’ 's recogmtlon‘ of the hmltatlons of the mstltutlon in- treatmg

HoweVer, it ;niay be 'V uable from ‘an educat:onal"-- :
vnewpomt, it may allev1 e, acﬁ\e agltated states due'- :
to lpsychic mfluences At the same tlme it carries . .
‘with: it ‘thé ‘danger - that “the. patient: may becqme too .
~e§ttanged from normal life.and also: that:t the rélatives - - R
get ‘aceustomed to the.xdea of the'- nsﬁtutlon In PP T

1 inthe, structure of a psychiatric .-

commumty'and adapted them for use w:th chlldren and adolescents S

‘ ained between ‘the program' -
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general ‘it 1s&preferable t0. treat these patrents under !
their usual : conditions: and w1th1p therr usualt .
surroundrngs o . -

. - e
."ﬂ. EEOI

Elsmann descnbes the treatment settlng bf Unltas to 1llustrate
how the program has ‘modrﬁed the therapeutlc communrty concept

The treatrnent settrng is the nelghborhood street -
o .1tself local “school, local _community center, local
' church center - all. famrhar soclal environments for

‘the ¢hild. There is no emphasls on_treatmnent wrthrn

hospital, clinic, or ‘‘special school” structures. Ttis:

‘virtually 1mposs1ble to build’ real hfe experiences and
_ responses within 1nst1tutronal frameworks removed
: fro;n actual hvrng e , g

A

L

If the desxrable therapeutrc settlng should be as close as posslble to
+ the natural environment of the patient, Unltas then,. treats patlents '
in their, true natural social miliew. - _ _
Second a therapeutrc communrty within a hosprtal is not to be.' b
‘. confused with the' functlonlng of the h0sp1tal itself, whlch houses:
"and administers- the community. In contrast, the administrative .
~ component of. Unitas is, virtually. continuous with the - community :
.- itself, The patlent who goes.to a mental health - chnlc or hospital ~ -~
, does not’ become a member of the institution. :But when a child
s “comiés to, Unitas, he or- she is-not merely a reclplent of services but.
i a member . who. belongs, as to a church, a fraternity,, a patnotrc )
_ orgamzatlon, a tribe, a. family. It may. be argued that. -such”is the .
_nature’ of a‘hospital therapeutlc community or gven group therapy X
" What is. significant in, Unitas ' is -the intensity- .and extent of - the
bondlng ‘that ‘takes place and ‘the lgyalty that" results, because " of .
both’its " ties’ within the neigh rhood ‘community and those thaﬁ‘lt:
creates within' itself and among:the chrldren
27 % Some: of the parpcrpants i Unitas - usually older teens or
. young adults who"“have. spent many years:in the program ---are -
conscrous ‘of these bonds' of loyalty, founded on utmost. devotion in . -
exchange for recervmg honor, prlvileges, status, friendship, - and_ - -
_‘ * support.- Other ‘participants may have only a 'dim sense of Unitas as
<. .an entity apart from the many fragments-of ‘it in which they take ,-?f
part :They .may only ‘understand Eismann’s teachlngs and ‘exhor- .'- > :
: tatlons during: farmly clrcle meetlngs in a very hteral way Fo;g. €
'.;w*‘*-rr S . , Pa s

X

ad

Lo Bleuler, E. Demeritia Precox or the Group of S”ﬁlzophrema New York

. Intematlonal Universities ' Press, . 1950, p. 328. Quoted in Ozarin, Ludy D. ““Moral .
Treatment and the Mental Hospital” in Rossi, -Jean ‘J. dnd Wlll;?‘n J. Filstead ’

(eds ), The Therapeurlc Commumry, New lYork Behavroral Pub) catrons, 1973,

pp2946 R
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symptomatologres almost 1dentlcal or-gimilar to therr own: It is not

patlents within this context )
In Umtas, : RS

r

..there is no separatron of. dlsturbed and “normal” “
_ chlldren The . influence of healthy children on
. problem children is the therapeutlc wedge. The «
- .’power. of healing . resides inthe healthy ° ‘segments_ of
' the orgamsm' that is, the natural socral network

This mmglmg of dlstuitbed and healthy chrldren ﬁnds remforgement

;-example, they know that they have to be at a certam place at a .
.certam time, that they must seat thefseives in a certam way, that
there are prescrlbed methods of makmg their wants: known, of L
addressing the group,’ of. calling’ for- silence” or attention. . Such""_f':'
spatial, temporal and “behavioral markers and boundaries, “in : .
combination’ with' a regular cast of participants; provide a structufe,
whlch clyldren may internalize for therapeutic beneﬁt N
) "Third; the -populdtion being. treated within the tradltlonal-,.
therapeutlc° commumty which Jones describes is psychologically.’ |
. different from the populatlon treated within - Unitas. Patients .

. generally enter a-hospital settmg for tre tment through professronall .
e referrals.:: +They are admltted by a physrcran in ‘charge and then
" referred to A umt psychlatnst Patiénts then become part of a -
‘therapeutic commumty made up entlrely of other patients with

a expected that. psychologlcally “normal” mdlvrduals "will be found as-

in -the Unitas . referral system, Chlldreﬂ .enter Unitas through a .

variety of networks: a school gurdance coImSelor, the child’s parent
or other relative, a friend already in Unitas, a Unitas worker, or
through personal interest.- Some children, watchmg the program in

themselves lured into partrcrpatmg. The children who- require more

intensive ‘treatment receive. it," individually within their blologlcal .
family or within a peer group. Regardless of.the treatment modes

used, vrrtually all chddren attend the weekly- Unitas circle meetings.
Here there is no- drstmctlon ‘made. between troubled and healthy

children either ‘in ‘the . symbollc families in.'which' they choose to
_ participate or in their manner. of treatment by workers and peers..
" Eismann wrltes . )

- The symbolrc famlly and the one-to—one needed rela-
- tionships are built naturally, mto chlldren s lives.
" There is no identification. of;chrldren as mentally sick -

either by themselves or others, . which identification
~would_ lead to further. dehumamzatlon People ‘are
merely people with the’ 'feelmgs of any ‘one-human
_bemg ec}-roed m some Way m every other. human being.

‘action®from  the. tenement windows durmg -the summer, find. -



")

: In addmon. Umtas offers a structural ﬂexrbrhty whnch facrhtatcs
- ‘openness- of expression and freedom of movement, as one would
.’find in a true “outside’ community. Since there §s no formal
"~ admitting’ procedure comparable to that of a hospital and no formal
':.--'-drscharge .procedure, children are obliged ‘to set the boundaries of
their. own participation -and that “of their fellows.. Although a
'mrnonty of children . partrcrpate only sporadlcally, most children
'stay in the program for ‘at least one: :year: In 1979, th;e average time.
“.spent.in Unitas by children, aged 15 and under, was.‘13.6 montﬁs'
and this figure is a-conservative one since it do¢s not include .teen
" workers, many of whom have been in Umtas for much longer.

Fourth, the traditional therapeutic ‘community focuses only on
' -the treatment ‘of ‘mental disorder, neglecting prevention, alogical
result of the fact -that - healthy individuals - are excluded - from
" participation. Unitas, integrating healthy and problem children”
- ‘within _its therapeutrc system, deals  with both treatment and
preventron on pnmary. secondary. and tertiary levels.

.Treatment and prevenatkn gb hand in \hand As a
community_system heal§’ its’ ‘problems - (in place of
cutting them off). or prevents:them from developrng :
in the first place, it reinforces its health.’ It is a form
of “rnoculatron" agarnst futire dlsease

Frfth in.a therapeutrc commumty the pauent is conceptuahzed ag’
an active agent in treatment. Unitas builds -on this notion, training
teenagers as psychologrcal carétakers for younger children.

oreover, in its teachings, all are viewed as dependent on and
‘responsible for their neighbors and themselves Helprng takes place
not only when an outsrde professional intervenes in an interaction,

but also when ordrnary people,reach out to understand and care for .

- ope-another. : - : -
P Sixth, there. is an effort made in a therapeutrc commumty to
flatten the traditional two-class system.of staff and patients in order
‘to create ‘a sense of umty In Umtas. the tradmonal split ‘between
staff and" patrents is "blurred by the .intermediate’ teenage group '
whrch functions-in both capacities. However, the program ‘maintains -
‘a strict hierarchy. for.'psychotherapeutic purposes, which..
. drstmgulshes clearly and significantly. between symbolic grandfather,

- parents, aunts and uncles; plder .children, and younger. childreti.:
_.Even with these structural constraints, Unitas succeeds in giving its' -
participants responsrbrhty for the operation and governing of .the ...

-program’ and’ involwng - them in" admrmstratwe and therapeutlc
" decision-making. : "

Seventh, the thefapeutrc commumty fosters open and direct .

' commumcatlon between staff and patients. Such communication 'is
“‘an ‘explicit mtermedrate goal of Umtas. necessary to achreve the-'



B. 'Psychothefapy as Heali'ng . S -,

: 'hrgher goals of psychologrcal and socral mental well-berng and- :

human interdependence. :
Flnally, the schedullng of frequent, regular meetmgs in whlch all ~

. members . of the community partrclpate as part of the- patient’s
" treatment characterizes the running of a therapeutrc community. In

addition to formal social and therapeutic. groups, informal and
unplanned group. situations become important parts of patient

'._ psycho;herapy Unitas relies on frequent formal and informal group
meetirigs for its_functioning. Throughout the year, especlally durmg
the summer, all the children, teenagers and. staff meet formally.in

the extended family circle. Smaller Broups with-more specific goals'

- and. membershrp meet. in the teenage circle, teenagé support .groups,
i art therapy groups, remedial reading groups, .and: play therapy

groups. Teenagers and children meet informally in - their natural
settings -- home, street, school -- and in Unitas durlng unstructured .

. free time set aside for. relaxed |nteract|ons

Eismann defines psychotherapy as “an educattonal process rather

‘than a medical transactlon " He explains that it is -

.as sternatic way of deallng with emotional and
ment _problems- through psychologlcal means, to
_heal tRe hurt. In therapy there is a carefully designed
plan of lnterventlon mvolvmg a way of understanding .
‘the problem that gave rise to the symptom. If it’s
understood that Peter is depressed, there’s a psycho-
logical understanding that he might be furrous and
has ‘‘swallowed his own rage,”” or that he is over- .
come with a feehng of . profound drscouragement
Eliciting rage or voj ng the discouragement is not .
itself the.cure of the, ptom. An understanding of
the purpose ‘of the “symptom" and addressrng this .
: purpose in an empathlc re-educative manner are
even more lmportantly the plan in psychotherapeutlc

practlce .

.The goal of PSYchotherapy |s o s s

to enable people to become psychrcally comfor-

) table and reasonably responsible in their work, their
relationships and their attitude toward life...so that
the person. becomes master over his thoughts and



feelings, owning up to them responsibly. We are '
~helping the person’s ideas-about’ hvmg to: expand SO
. that he can consider. other points of view and modify
» - his own restncted perceptlons ‘When distorted per- '
;ceptrons are- “‘healed’’. through therapy, psychrc
energy, . heretofore locked into. one’s neurosis. or.
: psychosns, is freed to use in real living. :

, Whlle the- therapeunc commumty concept aims to remedlate and
prevent dysfunctional behavior on a broad scale by maintaining the
" . milieu necessary for heahng relationships to be expenenced by all.in

. similar fashion, the psychotherapies focus more* préciselyngn

" 1agnosed mental stress areas. Thus, psychotherapy aims to effect .
healing - of broken- mterpersonal relationships, particularly of ones®:
past but manifested in' the preSent Broken mterpersonal
relatlonshrps constitute the mental stress areas that psychotherapy in
Unitas aims at_healing . specifi cally Ih this kind of« psychological
healmg, there is a deliberate use”of psychological' interventions

~based on scientific or pseudo-scientifi¢ rationales, usually derived

- from psychoanalytic theory, and of specific plans of actron desrgned '

. to *heal distortions or brokenness of the mind.

" Since in addition to the therapeutic- commumty, psychotherapy is |
.the primary- approach . used in Umtas to effect its goal of

- 'psychological healing, .it :is important. to understand how“hrs is. -

*. understood and practiced in. Unitas. - L
: Above, Eismann described psychotherapy: essentrally as a
systematrc way of understandtng and dealing with emotional hurts °
in an empathrc re-educative' manner. He emphasized the correction ..
of distorted perceptrons through the therapeutjc relatronshrp,

" - thereby enablmg a person to relate mo&*productwely to people, o
" work,, and :life as a whole.. Although F.xsmann speaks of re--
. education and the ‘correction -of dlstorted perceptrons' as essential

~ components of psychotherapy, he appears to give theseé activities - -

. second place to the- relatlonshlp component.- Indeed, Unitas places ‘
extreme emphasis on the: relahonshxp component whether or fot .
insight or re-education ever. takes place It is through the expel e
of-love in the" relatlonslup that 'h' ili

‘mark, dependmg on- th& love - ct

. as psychologlcal psychrc, and spirftual - - which has’ mtnnslcally

. psychological effects. Its transmission to another generates A
- something " life-giving, a healing to some felt: brokenness Love, -
" "however, can occur independently of psychotherapy as a plan of -

" action by itself. It follows, then, that the healer need not be a -
- therapist formally trained in certain _techntques, with a particular

~.body -of knowledge and an understanding of the "genesis of the =~

RS
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_ problem.. Healing: forces -are possessed by all people as certain .
“$qualities, dispositions, or gifts’’ such as the power to love, to have -
. faith and hope. Therefore, we must not necessarily assume that a
‘therapist is an effective healer for everyone or for all problems. .
" Eismann speaks of this healing force as the scharisma of love,” .
a poWwer each person’ hhis, some. more, some less, to influence or
touch the minds and hearts of others. This love can' be intellectually: .
_“or poetically defined, as it has been by geholars, artistss,and. -
- _.psychoanalytic_practitioners, beécoming thereby subjective, " elusive,.
limited, and even .contradictory. Eismann. prefers to speak of the
" characteristics or *‘fruits’* of love, expressed ‘through the effects of . - -
- . a hgaling relationship.. - T
It is through a:special kind of relationship. that the.-
charisma of love energizes:and heals the brokenness
" of others. Love js an attentiveness that listens empa-
" thically; inspires. and tommpnicates faith and hope-
".._because it has this belief in’the strength and
.. goodness :of agother, touched by it and responding -
* to’it; accepts- and allows another to feel what they . v
.- feel ‘'without external or intertal criticism and judg-
. ment; encourages the movemeps of growth though
not where one might choose to grow oneself; has a
passionate involvement and f3ith in the process -of
." healing, in general, and pointedly the specific person:
"~ one is to heal; experiences a close, warm' feeling
_toward ‘the other, but with an unpossessive love; is -
able to tran$mit all the foregoing with an authentic -
~ realness. Love is also much that is unspoken and-° -
* subliminal, SRR S

..h
.

Eis’man’n".describes “his - concept . of .love as. “‘an. integration -of
- Biblical, Buberian, .Rogerian, Adlerian, ‘and psychoanalytical
" thinking.” It is an experiential love that’ heals, one that aims at
ccorrecting: the arrests and fixations of the past.as well as the losses
‘and traumas of the present. It is precisely the eprivation of love, -
_ especially in childhood, that emotionial distress ghd mental disorders
" reflect. The greater a person’s deprivation of, parenting love, .the .
deeper the level of substitute parenting he needs in a relationship to
" . become whole. ‘Eismann, stresses” that theories. of - éxperiential
, pSychotherapg‘demand this - type- of . symbolic parenting with its
~ ‘nurturing love, but frequently such a demand frightens a healer, so '
he may find himself, in the name of. therapeutic neutrality,
" . withdrawing .from the very feelings he should be using in healing.
~ Yet, Eismann points out that the literature explicitly demands that

S - . ..the thelja'piéf should. enter into ‘' communion with- - 7

g




the ‘one to be healed. there should be empathy‘
between the two " and’ the _healer should love "the
.. person. Propel;ly understood,‘ lpving another in need
of, healing, in- the4sense described, may be the one
thing decisively. therapeutlc to the person in need.
o This ‘‘Buberian’® ‘relatedness is an absoluté require-
"+ - ment. The questxon raised is: “‘Is love, as describeéd, .
' enough?" If the love is empathic on needed levels, '
"~ is not possesswe or exploltrve and is genuine,
_ probably it is “enough, but it is a controversial point. ’
~ For the- chlldren and famrhes we ‘workwwith in Unitas
*it may ber enough since we are “dealing with multi-
_ -problem, . character-disordered, borderline type_per--
sonalities as well' as with neglected and abused
., children. The corrective emotional experiencé or .re-
parenting, using ‘a’ dgevelopmental model as a =
framework, appears tG. bring about most of «he
o behavioral changes ‘we. witness.' I call it ‘‘holding -
‘ N - children’ shands as they are grpwmg up.”” -

3

* Eismann points out in this regard that studies of ;n‘dwrdual{
.. family, and group treatment demonstrate. that suppomve behavior
- on the part of practitioners, -such as showmg warmth of empathy,
. has been found necessary |f not sufﬁcrent in’ itself to help people
.change.
Eismann is not argumg agmnst ‘therapres that stress mterpretatron
or insight. He comments-that: ‘‘through’ the kind of* communion .
‘that evolves in a loving’ relatronshrp,‘msrghts naturally ﬂow -and ¢an
- be consciously surfaced by.:a"skilled healer.”’ It is at this - potnt-‘in .
therapy that emotlonal T ueatlon at ‘a cogmtwe level can. be .

" born" of his understandmg of the literature on. heahng, his owr .
" experience in the floweririg of Unitas; .and his own individual and
' group analysls where he says msnght was secondary to the |mpact of .

. Eismann studied under Papanek; an’ “Adlerian Who" s ressed a
mental health perspective and therapy. that emphaslzed,f erpefsonal -
_relatedness, . interdependence, and social interest. 'ﬂe’ jbing the

. _ similarity between mmeu therapy and group therdp _Elsmann
: quotes Papanek L , X '

. '.‘My point is that msrght is of no: avanl;w
.. is no- healing " relationship from’ which,.lhé
. springs and that there are.many ¢ gre”
* - tionship alone can engender ch
_ of .insight. Unless this.is un

B -g1ve up too: soog on patient ﬂ%
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reasons, such as sociogultural ba‘ckgroundl'."educai‘l;hé T

tion, and personal inclinations, are not prone to re- -
L spond to intellectual interpretattons and -arc -unable =
" to.gain. insight ‘into their neurotic behavior - patterns
" ...Just as patients’ improve 'in individual psyyhother- .
apy with or without insight so’ long as a: healing rela- .
tionship is operative. s0, too, patients may improve

even more in. group therapy with or withaut msrght AL

‘through the medium of the healing milieu - provnded
by the ‘group stru_cture and - the regulating activnties
of the theraprst " :

So it is Elsmann S behef commu';
"‘of Unitas, that it is through the lovj

.ted throughout the system o
g relationships- within it that

healing is given and taken, He. quotes'Gordon Hamrlton. one of the :

ongmal proneers in social. work educatxon and practrce

S .Change m feehng can result from a ma;or experrence o
.. _-such as a”happy marriage, through great physical or -
. 'mental: suffenng, through 'a - sfgnificant - relationship
., with one..or more persons, or through religious- -
~experience.. .So_far as we know.\rt\is only by means
- Of -a. deeply - felt ‘experience in . relationship .that -
. treatment can affect a person’s attr.tudes towards'
: _himself and his fellows." . S

understand the theoretical and 0peratibnal direction 'Eismanif took
- in creating a_ mental health program aimed at family repafr, the

Wrth hls ‘Adlerian frame of reference. it is not drffi;:?t fo.

. creation of symbohc famrhes. and networking. Dealing with a child

" in the context of his,social network, particularly his family, is basic

to Adlerian :practice, Over time, Unitas has adopted a family-

- focused mterpersonal orientation to healing, reflecting the inherent
. capacrty or charisma .of healing in all people, pamcularly those_ B

- already bonded in family or friendship networks.

As’Eismann expanded his own thinking and: began" to draw’ upon -

" the healing forces in -children’s natural networks, it was logical for
~ . him to turn-to systems theory in eral and to- famrly therapy in -~ -
‘ pamcu&r Many- of the. techniq Eismann uses in large circle -
groups, classrooms, and smaller groups are obviously drawn.from:

, famrly therapy practrce. partrcularly from the thmkmg of Satir,

al 8f: {ndlvrdual Psychology Vol. l7 Nov 1961 pp 184-192.

" : -
kuelene.“'Psychotherapy Without Instght ‘Group 'l‘herapy as M‘rlreu

3
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Mmuchm, and ‘Haley." Extended famlly circle: sessions are replete :

with famlty.,gommumcatlons theory skills .in which Eismann,
building oh Satir’s’ thinking, focuses.oh maintaining an open system
of dialogue. in order to help children experience clear, direct, and
congruent communication.’ Influences from outside sources are
welcomed' and rules can be negotiated,. in contrast to the closed
authontanan systems in which physical and psychologlcal forces

~ “operate to lmpede €O~ respons:blhty and co-creativity. L .

Eismann’s- vuews of famlly structure with himself as grandfather,

“older teens as parents, chll'dren as‘older and younger siblings,
. together with their clearly formulated hierarchical lines, are a base

of operation through - which support networks on all .levels are

'maintained and tasKs' are prescribed. ' In keeping with such a-
~ - _structural approach to-the symbolic family, echoing Minuchin and

Haley, Eismann' consistently changes the structure of mdlv:dual_

. symbolic families to bring influential symbolic relatives from one
‘family to c6me to bear on children in other families which have not -

been able to heal their own members. _Eismann says e often does
this in real" family. therapy when it is evident that an acting-out

'_youngster for-example, may respond to the interest and- attention
.of an admireduncle. In that case, Eismann will direct the boy’s.

mother to occupy herself with her well-behaved buf friendless

. daughter and leave the son’s management to the uncle who by this

time has also been included in the family sessions. &
In addition to reworking the structures of the symbolic famlly
groupings, task assignments, and maintaining an open system of

- dialogue between family members, Eismann encourages ‘the
strengthening of positive bonds through empathic statements, °
. building . commonalities among the children, paraphrasmg
: commumcatlons, and, above all, reframing all communications in
" such a way that defensiveness is neutralized and the positive forces

of healing are Teleased For much of this, he is indebted to the
family therapists. o ’

When it comes to dlagnosm, agam Eismann thinks in family
therapy systems, partlcularly the concept -of- reframing. Traditional
diagnosis, according to Eismann, assumes a negatlve attitude

_toward patlents and their ‘‘diseases.”

-

S Satir,’ Virginia. Coruoml Famllv Therapy Palo Alto. Ca.: Scnence and Behavnor
. Books, 1964, . . .

. Minuchin, Salvador. Families and Family 77|erapy. Cambridgc’ Mass.: Harvard
University Press, 1974.

: Haley, Jay. Changmg Families: A Fam:ly 7'herapy Reader New York Grune and .
‘ Stratton. 1971, )

rd



" "about their concerns, releasing their”pasitive -
" energies. Pathology, being negativistic, is part
’ of the Freudian tradition.. No wonder Freud

E.rsmann stresses that therapy should

The way we phrase thrngs deterrmnes the way ‘
- 'we see a petson. Saying “‘vulnerability” in

~ stead of ‘“‘pathglogy” is a way of reframrng,.

I do this wrth-morkers, it is H)xat I would "
ealthy forcess,

. doin therapy...to tap into the
of people, reframe what they say in order for
them to be able to ‘more comfortably talk

- spoke so much about dealing with resrstance
. He helped‘encourage it. "

“begln where the chlld |s

.’ This .does not,. however, .preclude gathenng background

mformatnon about the chlld's current life and “his experiences. In
nd of 1nformat|on Lcollected,’

rehensive Clifrical

- ' order to .control’ and  direct’ the ki
Unitas has: developed a dettuled form, the “Com

Assessment of Chlldren It covers basrc inf¢@mation ‘about the
statement of the child’s problem, his psychologncal and
developmental hlstory, his. school performance' and his

- child,:
- medi

‘ famrly background and’ structure

. The form is not. a schedule for

~ asking questions, but a suggested ,outhne of the. type of information

" the mental health- worker sho
- not collected in one formal mtake mtervrew bu
,trme Explarns E.lsmann

LW

\

- There is no’ d|st|nct|on made between dragno- C
‘sis. and treatment; it is an ongoing: Process.

uld keep.in mind. The information is
t over a penod of

—

‘ ’There is no diagnostic_intake. interview in
“terms .of presenting the client with an

onslaught. of prescnbed questions. We try to

be sensitive to- our heahng focus from the_ :

very begrnnrng

‘Eismann offers an example of how this ph|losophy

of lookmg at

the positive in a persqn and in a situation finds translatron in .
' everyday activities.

- One day, during the. summer.
" .more disturbed children in Unrtas

during: play time. They began to ju

a group of mothers of some of the e
happened to come to the street *
mp rope together, not with their -

'ch|ldren. and from all accounts, were having a wonderful time.-

‘Strict Freudian thinking; accord|ng to Eis
~ behavior of these women as indicative
" thereby. placing. a negativye mterpretatlon on_their play. Eisnann’s _ -

|nterpretat|on of -this event,” while not |gnor|ng the former

mann, ‘might interpret the
of their ego regresslon,

. perception,’ focused on :the: pleasure ‘these women were deriving -
- from their play and the company of the|r peers He

percetved the



. . . Lt . T
.. I . . LN ."'k‘

- event as reflectrve qf soc,lal interest and -creative spontanerty The

~ therapist wh\ytnessed 'this activity in fact viewed the srtuqtnon in .
just. this way, encouraging the women to continue. Also; seerpg*thrs i
as an exceflent opportunity tQ- begrn interacting with these won‘len, kX

- she briefly entered their - game, which enabled the energlcs of

" bonding to take place. naturally , '
In concluding this ‘section on the phllosophrcal underprnnlngs of :

) Unitas’ - teaching methods, theologlcal influences are clearly

" rntegrated ‘with the, psychological ‘and socrologrcal influences already_

_ “delineated.  Although. formal relrgron. ‘plays no. explicit: role in"

B ot Unltas, basic. Christian notions -.of. l0ve' and interdependence find

voice. In-an address to clérgy and lalty at the Pastoral In! |t of

- St. Joseph’s Seminary-at Dunwoodre,(New York, in 1976, Kfmann

related the goals and methods of the:mlhlstry to those of Unltas.

'The~quest|on for the.- mlmst y.:is, this: - How e
. are .people led most effectlvély to become - i,
.- loving parts of ‘each other?.-The model of . . ~

ministry I propose is remlnlseent of the early

Church. It is-a shared ministry with emphasis

put on the entire Christian ‘communijty being

ministers of" Qod’s love (and thus His grace)

to each other. :

Every Christian, indeed,."every ‘person
* possesses the charisma of Tove. It is a given - ,;- " -
as hunger-is a given. For the Christian, the- o ’
natural charisma of love becomes a specially-'3
'consecrated power through the grace of
~ Baptism. Through this charisma the people of
God become channels of grace to each other

To build - a-. chansmatlc co
first requires. the presence. 0
love. « '

. +.w.The more love As understood by any one
person, ‘the more possibilities that person has
- to energrze the latent charismatic powers: of
healing in others. Psychology (particularly - _
-psychoanalytlc theory)-has given us profound ' / o=,
~ ingights into the nature of love, the effects of
love on people and the effects of depnvatron
of love. Use of ‘psychological thinking in .
creatrng and maintaining a- community of - " -
lpveisa profound ‘way of 1ncamat|ng God s '
_ presence. ' -

«.In sum, where you ﬁnd love shared among
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a comrnaril'" . of people, you have God s pre-
sences. ah\l ;hat s mfmsxxy

e Elsmann, who at '-one trme studled to become a Cathohc prrest
““has a ‘strong- belief in- Chnstran values and in the unjversal need and
. capacrty for healing ‘and, Jove; therefore, whether it “be ca,lled
mlmstry or healing communrty, :it ‘comes as no. surpnse tha :
rehgrous elements and themes are rdentrfiable in Unltas

¢
A

_ At the. basls of healmg, .l_nstrllrng hope and falth in the peOple -
" lies love, an overarching. value which' Eismann uses to encompass a -
number of other, yalues wluch express the most positive forms. of
.5 human |nterdependence These values includé: nurturance of -the -
: - .positivey l.e- the healthy ‘parts ‘of others; acknowledgement of the ;
" reality: of one’ ‘s own- and others” feelings; empathy; and. openness
" and directness of interpersonal communication. These values readily -
translate into techmcal principles and skills which Unitas ‘teaches-
“and fosters in its' children:and. caretakers .Each value requires
. sensmvrty to: the needs of others and a desrre to understand what * \
. the other, 'person’ expenences Lo » :
The valiies™ of: which Eismann speaks oo:ne closest to Adler s
concept of Gemelnschaftsgefuhl transLated loosely as soc1al rnterest

ST lt is almost rmposs;ble to exaggerate the value_-".
yii.o o of an crease in social - feehng The mind im- " *~
L%, .. proves, n@llrgence is*.a communal S
' .. function. The feehng .of worth and value is.- ..~ =~ '
'helg'htened grvrng courage and an optrmrstrc R
view, and there is a sense of acquiescence. in"*
. the common - advantages’ and drawbacks of .
- -our lot. The Andividual feels at home in life -~ ' .-
. and feels, his existence -to. be worthwhile just =~ - =~
- so far as he is useful to- others and is over- = -
- coming common, instead of private, feehngs
of inferiority. Not" only ‘the ethical nature,
~ but the right attitude in ‘aesthetics, - the best
-.understandlng of the beautrful and the ugly,
- will always be founded upon thestruest social
feeling.' '_(’_

S B Ansbacher}nz and Rowenmr (ds ). The lndmdual Psychology
| of A(fmd Adler. New York Harper and Row, 1964, p. 155.
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The focus on the positivé or healthy parts of. others is.an ‘aspect
.of the Unifas philosophy which Eismann claims ‘sets- -Unitas apart
_ ‘from many mental health approaches followmg a medital model
~-. with emphasis on pathology Ensmann considers the: psychlatrnc
, profession to pergetuate ‘an ‘error by understandmg “troubled
. - children ‘as ‘‘emotionally sick’’ and;in need: of psychnatrnc -care.
*  Backing up-his point of view with his. Adlerian frame of " reference,‘
~'Eismann quotes. Dreikurs, a leadmg expon’cr’lt of Ad.lerlan
' psychology and group therapy ' .f. R o :

S A new professlonal dlsclplme'\has emerged
T - child psychiatry. It is baséd on an assumptign® '
E ' we cannot. share, that chnldren who. %:
ey ~',-are “emotnonally sick.” Fow of th
- really sick;. most are mlsgulded Who ¥
... " qualified to help them? The teacher;Nge
* parent, thé counselor, the ‘psychiatrist; the
social work: any adult friend-or relative..
In our expeuence, any one of theln* can be
; T -'effectlve in influencing the child and in .
'\~ . . helping him adjust, The ' urbed child hast»‘
L wrong ideas about himself and life and uses

“~-socially'uhacceptab e 'mpans to find his place. ... *

. Everyone who gﬁﬂl\w his confidence, who .~ = - "-
~ understands hi an’ show ‘him alterna- o

. tnves, can redir the chlld " P

Umtas stresses,  above all ‘the mherent value .of m;erdependence, .
a umversal good The need ‘of the individual for the group and of
.. the ‘group ot the individual is recogmzed reinforced, celebrated,, -
and promoted exphcltly and Amplmtly within  the’ program. ‘The'.
Unltas brand of mterdependence emp“hastzes_.mdrvnduahty wnthm the .
- group context ‘with ‘each. person responslble for not only. his- or .her
-+ +.own- welfare. but also ‘that of - others..-This responsibgity for ‘others*’
7. carries. with it the drfficult task of fostermg thelr ‘st ngths cnablmg .
_ ,-_.,,"them ‘to functnon wholly ‘in "théir’ lives. Socnal hfe ‘¢cansbe
G :',,conceptuahzed then, as the interplay - between the forces of self-
. interest and. concern for’ others, an mterplay within polantnes which
- are -cofistantly cngaged and . balanced for the sumval of both ‘the |
_group’and. the individual. - - - . ~
Mutual- dependence does nof mean that members take over. each -
- --other’s functions." Thus, no. thember is to ‘talk for or-act for: any -
~ other member. Unitas puts it thns way Help your’ brother to do:it, ;
- for hunself To “help’: the other person, to the extent that hls owh

>

e

. Dr‘kurs, Rudolph R.sychology in the Cla"oom New Yor -4

Lo l-larpe'r‘and Row,,,
".'1968p|x . S v

o
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‘ capacmes for self-care and for’ canng,for others would atrophy, o
" would “destroy the- other'person’ as an. individual: mtk a distinct
7 ~jidentity. Thé" otherme;soﬁ thhsdeprived .of . autonomy~and .indivi-
' auahty, becomes ‘incapable: of. helpmg others*and ‘therefore, has not .
reajly been helped at'all. The two polarities: --- . the' mdi“hdu and the -
group -- cannot always harmomze, however, since. individual needs
may .run counter ‘'to group “needs. at’ ajly moment in :the ongoing = -
interaction. While . the aim of Unitas is to promote thé mental
N health .of tli‘e ‘individual. child,* “the preferred means. for doing this . S
s *rnvolve activation of the group"or communlty “The- uppermost aim”
“then is to. _maintain group: functromng -in‘a- process which wrll
provrde a;sense_of. belongmg for the children. Thie- 1ndw|dual thus,
becom‘es subordmated to the group for his or hér own* weLfare We
--come full ciréle when *reahze that this mterdependence is based - . |
o essentrally on. the beli®- titat people can heal’ one another through
=3 their charisma’or ~g1ft of healrng vk o L '
"An example ‘of a’ way this mterdependence is fostered on a one-
© to-one, level with repercussions, on the group level,.is through the:
pairing of troubled «children with teenage caretakers. Raul, & 14-year-
old who has been in Unitas fora little over a year, lives two doors?
..away from David,' 4 troubled lO-year old. Eismann determlned that
Davrd one. of the ‘more: dlsruptlve and needy chlldren in Unitas,
would beneﬁt from frequent gentle contact with an_ ‘‘olde’’ male '
" fig gure Lmkmg David with' Raul, who .is closély supervised by - -
Ersmann ‘and supported by. other teens. and trained staff, appeared:
. to. be a- solution,. Raul “is" encouraged to. check in on David every
day, to play wrth him. after.school bring hlm “food, engage him in-a .. . «
var|ety of. .activities in ‘a" one-to-oné* relat|onsh|p in® order - to ".' :
promote bonding between hlmself and theé-:boy. No pressure is. .
" placed on ‘David to deal with his problems; rather he is learnrng .
* first that he has a friend in Raul, Someone he can turn to if t‘here is ...~
_ @ problem. Raul talks of how: frustratrng it is to worlq with D@ki
~and how he- tirt!s ,of reachmg éut -to him' only ‘to be repeatedly
“%'rejected. The teen gro,up in.- which ‘Raul participates (made- up of -
ymbol|c mothers and fathers) steps in -to help Raul ﬁgure out his" &3
.-Qwn® and Pavid’ svneeds (After lengthy discussion, Raul feels
e couraged fo cont;nue with David, -recognizing both e strrdes .
David has made and the difficulties bemg faced. Raul is- growrnga»
———from" his  experience “With - David and Wllh the: group whrfp‘ David™
benefits from- his.-interactiops with Raul The- group of teenagers :-_’ }g
lalso ‘profits in"leatning ‘how' to help Rauf; ‘4apd feel closer to “him. '
- Eismann often points outs how satisfying *it can be .to make a-
* connection with another pe@n to feel that ‘you have been able to
help that mdrvrdtial move forward in hlS or-her. life.
Finally,’ haridmaiden to the values of love; ’m‘terdepen eneg, and
individuation within the ‘group context is the’ value of. mastery.
- Mastery, achrevement in_the sense of gontrol . |n the 1l’fd|v1dual

)
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, artistic, or physical -realms (including athletics, dance, .or physical > *
. fitness), is emphasized as a means to foster ‘the more basic values.’
* +Mastery of the interpersonai aspects oflife- - constructively open
- cemmunication; effective give-and-take of emotional and material
supplies, did caririg for each other and- for -oneself, within the inter-
personal context < i§ the primary goal. It is. through a control over
. one’s world -- whether’ throligh learning to tumble on the mats or - -
" tq-spedk up in a-group of peers -- shat the child begins to gain self-
.. confidenge, necessary ‘to be a whole ‘person -relating to “others..
- Eismann’s view is that a child’s lack of mastery- -- of interpersonal -
) 'Or.maferially—ba'sed_sl_uf_lls,-_- is a sign of his more basic psychological *
... deprivatioft: The gaining of a sense -of mastery, then,. becomes a
%' way for children’to have positive experiences -in relation to others,
" - as they-gain, too, a sénse of:belonging to:a caring group.” -
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HEALIN G MODALITIES
A‘ND TECHNIQUES

I"”

In the . prevrous chapter we descnbed the phllosophtcal bacTi-’-""
.ground ‘of Unitas’ cencept.of a healing force imbedded -in human

© - relationships. This section discusses how healing takes place; that is, -

- the specific therapeutic systemé and téchniques developed by Unitas

,' -to treat its children. Vital to the understanding of the healing

" process is the |mportance of the family’ as both a symbol of heahng. -

v and a véhlcle for bnngrng. it about

' ’A. ,'_T_he Ei:te_'hded Family 'Circle as Commnnity-»ﬁerapy‘-_ _'

The extehded famrly c1rcle is the one therapeutrc mode of Unrtas .

whrch bnngs together ‘its philosophy, its therapeutnc techniques, and

 all its chtldren, teenagers and staff, The extended family circle-also _

"+* dramatizes the Social structure of Unitas, clearly revealing its . -

‘hierarchy of*authority. In'the fanuly circle two. symbolic systems are.
conibined: the family and ritual, “the former becomr_ng the base o

which is man;p‘hlated and pldyed. upon by the latter.

_ "Fémnly organization and ritual "are used’ in Unrtas to promote
i rnterdependence:{ Everyone “has a titlé whlch dénotes the ‘person’s
'grole in ‘the group. Each family role; .carries with -it responsrbnhtles

".and expectations for behavior. The* la.rge family is decentrahzed into. - .

smalMcmbohc families to. permit-an ipdividual sense’ of belonging -
- without anonyrmty Deoentrahzatnon spreads the source of.. control :

with Unrias teens :a-ting as deputies for Ersmann, ,the_, _-’."-

. “grandfather” .of the- extended family. It also ‘allows  for some‘

" degree of flexibility to accommbodate thé'needs of different kinds of

chrldren and dnfferent pa.rentrng styles among the teenagers .
T P
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.. The. drama of the extended family cirgcle rltual based on the :

- .symbolic family structure, is a communicative as well as ap -

aesthetic act, functioning to reinforce Yyalues which ‘serve to unmite .

the group and to provide feassluance and relief ‘of tensions -
prevalent in everyday life. It/comprises everything from Eismann’s
poetic introductions and, conclusions in family circle meetings, to
the formation-of the circle, and to_the various standard d|rect|ves

“and invocations, -such as “‘I will know .you are ready (to hear me
) ,speak) by your silence.’”” Ritual .also includes the mundane regu-_
* larities of ordinary procedure,’ such as meeting in the same place on .
~certain'days and at certain times, and sitting with the same people.

The extended family circle convenes once each week - during the
school year ‘and -four times each week durmg the sumitner. The

_children, assisted by their symbolic relatives, arrive at the appomted.

" - hour and go {0 their appomted places in the Unltas clrcle As soon

as everyone is seated in the circle -- there may be as’ many as 120

_children and 30 teenage and adult caretakers present -- Eismann '

begins. the meeting. - Sitting with slightly bowed head, Eismann

“suddenly ‘looks up. ‘‘When you're ready I will know by your

silence.”” The ‘group qurets down, hushing each. other, parents

-arranging their’ children m tight clusters about. themselves along\the .
circle border ' :

;
This is Unitas. It is a program that helps chlldren to
help each other..

Although the words may vary ‘from session to sessron, the meanmg
remains constant Some children are creating a:small. disturbance

- which 'has*not yet.been quelled by their family members. Eismann

turns his head towards them, raises. hlS voice -and points: “Did you

i heargne over there * The clrcle is once agam quiet, and Elsmann
L .

contmues

.
S

_ It's a program that helps chlldren to help each other
E Tt’s like in a family where all the m?mbers help each
-other so that Mom doesn’t have to'do all the work.
So- that not all the work has to be done by the aunts
-and uncles or brothers or sisters. ‘It’s a great blg :
. famlly made up of little famllles

-

;A.‘He speaks eas11y but emphatlcally, enunclatmg clearly, as mlght a
"mmlster, not needing to shout to be heard by his respectful and

attentive audience. Motioning" wit broad round arm movements, he
directs h|s$ttent|on to each of thi clusters of chlldren and teenage
parents: A

There s a family over here And there, L see another -
famlly .Over there, there s a family...

. 'S
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Soon all of the fifteen famrhes have been dtstmguxshed

: Umtas is made up of famxhes to. be one big family.
We break bread- together. A loaf of bread can be .
broken in pleces, but is still a loaf of bread. One big
family divided in smaller families, but still one big

- family. Bread is for the ndurishment of the body. .

_'We are here to nourish and help each other. Pwﬂl
now- look .around to make eye contact with every

:'smgleperson - . : .‘

" -Eismann hfts his arm and points straight out, slowly sweeping it ¢0 -
- single out’ everyone in the circle, looking intently at each person as

-~ he passes, remaining fixed on that person until eye contact is made. -
...~ Occasionally, a child must be prodded and directed to ‘look at
- Eismann,’ who is-. waltlng, pointing at him. .As Eismann does so,
“each child seems 10’ emerge from the crowded circle as a distinct

ihdividual, senous and dignified. Eismann asks'that those ‘who have

something - to say(ralse theit hands when eye ‘contact is made.

" “Perhaps ten children raise their hands. One introduces friends to the

.. group; another complains that someone has not visited her;in, a
~ long time; another explains that he must leave -early today and
* hopes the group will understand. A staff member, reminds everyone _
. to pick up their garbage and place it in the trash cans before they

"~ leave. Much of what is- brought up is mundane, apparently trivial,

-and some children. yawn and fidget. Eismann carefully listens and'

- _‘z'responds to each word dlgmfymg the: speaker with his mdngdua]

" attention.* . .
On thls pamcular day, Eismann has declded to lead the clrcle- _
into a d|scuss10n of the famlly and fr|endsh|p . '

" As you know, the reason ‘we have famllles is so that
the children can be taken care of. Our mothers and
. fathers take care of us in the family. ‘The reason we -
. have families is " so that the chlldren can be taken
" -care of.

) Repetltlon, w1th|n one meeting and from meetmg to meé* ng,':-'

- -, emphasizes the important messages of. Unitas, - assuring that they.

will not be. lost “and- creates contmulty from one sessmn to the next.

‘Who in the famlly takes
_ mothers and fathers?

A boy from Carlos’ famlly 'ses his hand and resp'onds'.

re of us besndes our o PO

“Everybody in the- family.” Elsmann repeats, “Everybody in the

famlly Yes. .Like who?’* The boy, unsure of himself, finds safety '
" i his first answer, “Everybody ** 'Eismann, seeing the dlfficulty, ‘
'thls child is having, but not wantlng to focus On |t at the moment,



4 : : ¢
agam repeats the response, and ‘turns hrs attentron ‘to the larger
circle. “‘So, you say that everybody: helps in the family. Who else?”
An. elght-ym-old ‘Puerto Rican boy responds, ““The aunts- and
-#-_uncles.”” Although relatively little has been sald Ersmann takes. thrs .
opportumty to summanze the mteracuons 'S0 far. ‘ :

Okay, S0 we, have a thought gomg In a famrly the
aunts and- uncles take care of. us, and everybody?
helps out. Who else helps take care. of the family?

Alma, a n&ymr-old grrl ‘bellows out, “The older brothers and
sisters.”” A few minutes later, the grandfather is added to the list of .
_those who help outgin the family and a short discussion of the

- grandfather’s role follows. One boy comments that the grandfather
separates thé children when' they fight This: idea. smooths a.
 transition intosa - .discussion -of  what to do when a fight begins.

- More.. chlldren and teenagers -are now eager to: participate but .
Eismann ‘does not.allow a flowing, open discussion to develop. He.. -
seizes upon every’ statement taking every word and every ch'lld
senously and deserving of full attention. -

Llsa, a bashful girlin the’ second grade, _wants to say somethmg
but seenis unable to raise her‘ voice 50 that:‘ she can be heard.
Eismann now works to help her speak ug b small’feat for this

. young -newcomer to Umt‘as-, in’ ,front of over.ou‘?hundred _people. .

" He does not directly encourag¢ her hrmself, ,bu; Ysks others, first of
- all, her friend ‘Maria, to help her ansWer tluough encouragement,

' not by answering for her. Ersmann thert’ :ermnds the group, . “We
--are_here to help each-other, to hrave oommumcatgon.," Ffmallf' after 5,
many attempts, Lisa manages nervously to. express her" thought o
the group. Eismann ftells the family, “‘She ‘has done wonderftﬂly ""“

_ And we want: to ‘help her ‘do it even better.”” Lisa has been helped "
" to speak up publicly, praised for doing.-it, and encouraged to‘
contmue to work on this. . ,

- The discussion” now centers on how to resolve a ﬁght not
necessarily within-a family, with children offenng solutions to. a -

. hypothetlcal situation.-which Eismann descnbes He has the group
imagine that Nelida was very upset because someone was.calling her
names, and then asks ‘the family members what they. would -advise

er..In typical fashion, Eismann repeats what each child says, both
to check- that heé understood and to reinforce the communication.
" Now and: then 'he steps in to make a. pomt as when Henry suggests
that Nelida “!call him a name back.” "Eismann pomtedly ‘asks, . -

. “You mean give them a taste of their own medicine? What.do you.’
 think would’ happen if .you called him a nameé back?’”’ Henry:thinks
. for a. moment, then concedes, ““There’d be a fight.” This line of
reasoning is dropped since it is obvrous that retaliation will not
resolve the problem

'l




- clear.

.........

what the girl has just said.. Paraphrasmg is frequently empl'oy ,
- Umtas, espec:ally if the emotronal content of the: utteran_ee LS‘hxgh

on the1r minds. With -their partners, these chlldrenl_,_
-center of the large crrcle, where they are mstructe

To make sure that you’ve really unders qbv,
" I’ve just said, cafi anybody say what'
]USt said?

time at Unitas for the past year, responds 9y n,‘yon 43R, troqble
“don’t keep it to yourself. Take"it to: 3 friend Exsrnanp'the'n asks.,_
“Who heard Douglas"” :Iulro repeats wh‘ ouglas: sajd,’ v

: ,she has unde:Stood and remembered' the. mcssa' 3

. ‘On‘this positive note; Elsmann arlnoun' :
The " children ‘have. about 45 .rfinutes, gt

-hmdependently, not. neCessarlly' w1th tliel

in indoor and outdoor §por£s, pa

board games, and blpcks.. + R
The clrcle reconven’esv brleﬂy' at S 1

-. The reason %v.e' r’neét at the end 1
to’ grve any Jlas,t rmnute messag

es_,,anynyng,_ y
hing, say' whiat




. it is thiat you lost or found. . _

A pencil is reported missing, a blue jacket is found and returned to
_ its owner jwho, -after urging from his family, thanks-the boy who -
~* found it. |Sally, a symbolic mother and psychodramatist, asks one

. of her children on the other side of the room why she has not come. -
. to sit with her family. She suggests that Anna speak with her about
" it afterwards. Eismann pulls together the session in his comment to

2

. :Sally.
I'like your idea-that when" someone has'a problem
they might like to talk to someone about it. #brings
- us'_back to ‘what we were talking about. Maybe if ..
Anna has something she’d liKe to talk to you about, .
. you could get together and she could tell you about
“jit. That brings us back to what we were talking =
about before. Lol . v
- Today s Margaretj’S'last' day at Unitas and she expresses her-
" _sadness about leaving. Once each week for two years, Margaret has
- been vqluntccring her time as an..art therapist, .working with
children_ during play time. The circle ‘applauds as they often do
" when_someone makés an announcement of an .im‘p'o,rtant-' life
. change, such as a birthday.” But the applause ‘this’ timej is -half-
« " "hearted. Eismann interrupts the group’s response: T SN

TSN

A

P i It’s hard to cl'a_{p-‘ when someone you knoWw-i§ leaving: 5
g ~~ ‘us. It’s kind of hard-to-cl

_ ap. 1 feel sad. Margaret :
“has been here for two ygars... e

Margaret readily agrees to Eismann’s réquest that she leave her
phone number. and- address with him so that anyone who wants to

-, _can contact her. To the group, Eismann then adgs: “If you want to
say anything special to,Margaret you can-say it to her-in your own '
special why.’": Goodbyes ‘arg sad and-the children-dre encouraged: to
recognize. this, but théy are also taught that bonids,with’people, you

.. love remain strong even though the people may be.gone.. <. 3.

Once each May,. at the time when the -social work students' ..

complete their year of internship. at Unitas and other mental health -
workers leave, the program.conducts a' ‘‘breaking of the bread”

- ceremony. The lessons of this ceremony, held as. part of the

~extended family circle meeting, are.the lessons of Unitas: human
/interdependence, the unity -of life, and. the strength of love. A loaf
of bread becomes the symbol of the Unitas family and friendship.

. Each year Eismann tells a tale -- fashioned on a Biblical story
(Luke 24) enacted in pantomime by the teens inthe middle of ;the

“circle -- of two men on a couritry road, saddened by the death of '
their 'i'ien{. Before his death, the friend would: take bread,’ break




"it, and. give it to' theltwo"rnen', saymg, ““Eat thrs bread and

. remember me and I will be with you A stranger speaks with the

' travelers on the road, then takes: a loaf of bread and shares it with

them. When they look’ |nto the face of the stranger they see that he
is their friend. ‘ __ - o

When you break bread remember each other. The
bread is not many breads, it is one loaf of bread.
We are one family. But know that you can take the
- bread‘ and break it into little pieces. The bread and
we are alike. If we break the bread and share it.with
each other, then it’s like having a piece of each
- other. Today, we- break bread as a sign of frrend-

"shrp T . . :«_m

Elsmann instructs the symbollc parents who are leaving to break

" bread with the family and remember them. -The symbolic mothers‘

and - fathérs are then asked.to come to the center of the Unltas

. circle tdTeceive loaves of bread. Eismann hahch every ‘‘parent”

-

. feehngs of love and frtendshrp toward the symbolic parents’ who are
" leaving. No negat1ve feelings :emerge during this time. ‘Anti-social,
'non-group-orlented feelings.are- actively d|scouraged wrthrn the’
“large group sessions: by the lack ;of attention they, recerve " The: boy
- who suggested ‘that . Nehda retaliate in kind agalnst the. person who

. piece of bread, telling each of them, “Fedd" yourself and feed your -

children.”” But first, as: tt;e “grandfather"(’of the famrly and the
“father” of the Unitas par_ents he: breaks off a ‘small piece- of the-

. loaf ‘for the *‘parent> to give to his ‘‘child.” When all the
- “‘parents”’ have their loaves of bread in hand, they are mstructed -
" for the entire extended family to hear, :

- Mothers and fathers, ggen I give you. 'the bread,
break off chunks for the aunts, uncles, ancL ‘older

, . ¢hildren. Don’t break the ‘bread” for. everyone’ Let
"+ : the aunts,-uncles, and older children share the .br,ead_

‘y

-+ with the younger children. .~ . - . 5

e f B

) M&hers and” fathers teach your children that when-:f;_ R
ever they take. bread and gat it, it- is'a sign of love

“and frrendshrp Go and show your children..

The chrldren cannot contarn the1r excitement any longer, fhey.-

.. drown out: Eismann’s sentence with their eager conversation, .
22 ,exclamatlons, and pursuit of the|r parents” as they return to the|r P
o small far‘mly ‘groupings. - g : . S0 e

“As the .extended - famrly cu'cle contlnues, chlldren express therr(

called her names was pomtedly drscouraged from pursuing that way o

. of thinking. Just. as Unitas attempts.to evaluate its partrcrpants and . .

-their behav1or in the healthrest most non-pathologlc l|ght 50, t00, -
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it seeks tok:u?tivate ‘the strengths -within them, accentuating the
positive and subordinating .the negative. - : e

In addition, Unitas teaches .its children important social inter-
‘actional skills. Within individual therapy or family therapy, where.
- participants are constant. and therapeutic interaction is ongoing for

all, it. would be appropriate to express anti-social, hostile

sentiments. However, withinshe very. ~largc° group - composed. of a

"~ changing cast of characters, it is inappropriate to encourage -
negative feglings, which is not to- deny their -existence. Rather, it is. )
to suggest that they need not be foremost in highly ritual, social

" situations. Tmplicit is the idea that children suffering from a lack-of exter-

.. ‘nal structure need to develop internalizéd contyols, a'capacity for planning .
and foresight, reflection upon feelings, ability to concentrate, .and ele- -
mentary social skills. The extended family circle provides children with a -
highly structured -environment in which they may learn to handle inter-
actional problems effectively, focusing on the goal of creating greater

_“harmony, friendship, andlove., =~ R

. There.are two. ways, not mutually éxclusive, to view the fact that
‘Eismann-has been ‘the sole direcfor of the meeting thus far. First, it
“‘might be argued that,.as the main force behind'Ur;igs,.he ‘has the
" training and experience to.run the sessions with great facility.

. However, there are times when Eismann, for reasons of health or .

other commitments,” cannot be present at a session. During these

times, the reponsib,ili?_."for leading the meeting falls on-one of the-

. ‘experienced- teenage: " parents.” “Although none of them has been
formally instructed?in, leading 130 people in a ‘family: circle, each
- has;grown up in.Unjtas and, learned its lessons well. (This leads to
. the second. -view of Eismann’s .leadership ‘of the meeting. These
"+ structured :sessions and Eismann’s- behavior. within them: furiction as -
models for: the teenagers in the -grganization of ritual therapeutic

meetings. The older tegnage boys emulate Eismann as the elder of
.-, the family,"and it is reasonable that they aspire to’ be like him, to.

“direct the sessions as he does. It comes as no surprise, then, that

. “inner-circlé teenagers speak of planning to’ bécome psychologists

- and social workers when they get older. Training in Unitas, just as
therapy, does not take place only in formal sessions, although these -
“are extremely important in instructing the teenagers in psychological
concepts and skills. BT ‘

" B. Individual Therapy

@

. Individual treatment séss'ioné include psychotherapy'prqpef and
" one-to-one interaction centered -around an activity, such as playing

T '. ~ 50
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- uall or helprng a chrld with hrs homework Thrs type of treatment
may take place on a regularly scheduled basrs, from time.to time,
_or in times of crisis only. The place of treatment may: be, one
of the Unitas offices at St. Athanasius, the street, or the.client’ s .
. home. Clients include chrldren, families;-and teenage workers. Most B
of .the clients, especjally the’ teenagers, are averse to the |dea of -
being in_therapy, refusing to be seen on a’ regular basns, From-
January m May of 1980 Unitas determmed ‘that an average of
41 children were- seen’ for |nd1v1dual psychotherapy approxrmately
three trmes every month.
Individual treatment aims to prepare the Chlld for entrance into'a
- therapy. group. This may. also be a. first step toward drawing the
. child’s biological family into treatment. Some childreén are unable»:to v
' \pamcrpate in a group modality for the following reasons:. . . - '3,.'
1) They are children who enact their conflicts thfough, bizarre or- .
_violent, gtoss—motor—behavior or- vocalizations, and would bé
~disruptive to the group. They are unable to abide by basic Tules or. :;'
- order without whigh there. can be no constructwe _group-interaction.
. #2) The parents are non-cooperatrve regardrng treatment either as
pamcrpants in famlly therapy or in- permlttlng therr hrld to take
. partin ggroup,. 7~ -
'3) The. problem of. the parueular Chlld.. may not’ be approprrate
' for resolutron in'a group- context enther beeause the nature of -the . 2
T ;hnld’s life expegrence and deprwatrons require the closeness’ ahd
¢ intensity of a one-to-one approach, or bécause the problem- pertarns
- Mo prwate matters, that could. not beneffally be' shared With other,s, o
such as in the ¢ase of sexual problems . -
The aim of 1nd|v1dual treatment is usbally. to estabhsh a firm
., .rapport between one child and one worker \Subsequently, thrs bend
» - .can be used by. the worker to lead the cbrld into the family cnrﬁle
“and the” play activities, - or. into- a small ‘therapy group.
" ‘The bond between worker and .child can also pe #ed to. respond to -
. the child individually when' he provokes a crisis in the group An
- example is provrded by a core: group member &,.f o
One afternoon, Doc ‘was so fed .up’ with- Bob’s disre- .. _ / -
. spectful behavior. thaty out of, character and regret-. -
" ting it afterwards, he swatted him rrght in front of
" the fa)@_y circle. Bob was infuriated \vrth shame and~
i -seized a chair with which to hit Doc. He would have: .
: " done it had not Carlos, who had formed a bond -, . °
, - . with Bob, intervened. Carlos rose, walked over to : .
“- - Bob and said in a low, calm voice, ‘‘Put the chair
“down.” Bob put the chair- down. Carlos often usés a .. -
-strategy with Bob that Doc recommends This is tQ
drstract hrm before the storm breaks by taklng hrm :
J

. *
.~ f
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. }’,’-L-- off alone. often to Set somethﬂlSJO eat: -“Hey let s Tt
: go for a le ' '

, “e. PlayTherapy oo
_.—Madmphy.aLade_mmmunny_mmtaljeahh center, _Ersmann
sty :

B O play, lndmdually or in- grdups, behawor more

o+t - than talk tsthe medmm of. commumcatron But. how
PrANTE .prectous it rs,J for actrons speale;lodq,gr than-words

" ens In ‘play, chnldren syntheslze thetr outer expenences., '
3"--".. [ -‘-"*.mtegraté ternal upsets through repetmve play;
,subhmate idinal and’ aggresswe energies; enhance

o -.'"_srflf-esteem through mastery:establish rules.of order ... .
. " “and norms of fair play; learn teamwork in pursuit of .- =

a goal .learn to'. absorb losrng as wéll as en]byf T
3 " -winningy dcvelop .ever increasing levels of socializa- .

+ - tion; develop cooperatlon as well as autonomy, and -~
- develop.a sense of mmatrve as tjey overcome a sense
- of helplessness

" In a therapeutrc settlng,.act ities best surted to
: accomplrsh these ‘goals are chbsen. But not only is
play. chosen: for its natural reparative function, but
.~ equally for .opportunmes it offers for- rnterptetatrons v
\ _‘of the ‘meaning of behavior as it shows'in the . ‘
WY context ‘of play rnteracnon - . X‘ '
Each .play therapy group. at Unitas consrsts of 4 to 6ﬁ’chrldren of

* whom have been referred by the school they- attend. The children o
have a range of; dnfficultres from two or three ‘of the broad Unitas

problem categories -- acting . out;” withdrawn, or atyprcal ‘The’ !

. 'groups meet once.a week for-one and a half hours in a local school .
i - during class hours During the 1978-79 academic- year, five or six ~

" groups met, one in ‘St. Athanasius and’ the: others in P.S. 39.. The

_group. leaders are the B.A.evel social ‘workers, the MSW social
. work students, and George,»a core ‘group youth worker, They are

,;supemsed by Ersmann, who is not dlrectly 1nvolved in the play- o

. therapy itself.

The. worker plclis up. each chrld from hrs classroom when it rs L

;tlme for the therapy session. The groups always meet in the same
. 'place +- in one-of the school guidance suites,‘the nurses” office, or .
" in an empty classroom The end of the school year marks the -

@wid
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also be seen”in the- Umtas summer rogram. ‘and in meetings with
the famrly. Some chrldren will contmue in a. newly constrtuted

jrepo_rt’s ﬁtat ,c wrthdrawn chtldrd generally do better in these

-'x'rOlips';'th .the acting-out chrldren, as measuared by teachers’

The Umtas p .y therapy leader comes to “the school with a

‘ “surtcase as a'travelirig clinic,” accordlng to Ersman‘h stocked with

the materials of “play-- therapy- drawrng papér pencils, crayons,
csmall- plastrc farrp and. Jungle animals, a_toy, telephone, clay, toy .
. soldiers; a ball“or two, and. Jacks No board -games are .included -
since' they are consldered to ‘afford only “low “level therapy ** They

k8 .ttermrnatron ‘of the groups lf a connectlon wrth ‘the chrld s famrly :
'V has been made by that time.—~'an 1mportant aim .- the child may -

ratrngs of ,hetr students before arrd after thexr participation in_ the
= . H ! It te& showed—no Ce

‘v

‘ are provided only for those children-for. whom less structured toys -

.- child. is dorng in terms of his or. her. rolé in th

:_'(. ; .
o

children will be seen ~pﬁ:ferably .on a. one-to-one. basis .,
in group sessibns.- : SR .
e role of the worker is t6 - connect what he knows about the
the” chrld s_chojee of pfay materials afid)to

4 too hg‘reatenmg, elrcrtmg frrghtenrng fantasies in' a parttcular

help them un stan‘a 5 hat\ they are doing and why. will -
connect. .lus obsetvatr “s of a partrcular child’s play with the
concerns of other chrldren m ,tbe group, perhaps clarifying what the -

- child is usrng a angle ammal tq attack a farm ;mal the ‘worker.
. farm anrmal when this chrld attaclts them _

The . workér’s interpretations femain - close to the chil
level Tlﬁus, ‘the ‘worker, can- elarrfy the:child’s actwrty by puttrng
rnto words what the chrld is expressing, throug} play while using the’

t:

may observe that the:, other chrldren may sometl es ;\: like. the .
d

L ‘own' metaphor. Otherwrse, accordrng mann, ‘“You will
lose thexkid. For exampl' if the. worker pérceivey-the- child’s play. -

. rn5 ternis -

t Avith the - -mother, -he. w 1 ‘refrain from

saylng, “Maybe tha at Mother does at home,” srnce the child -

‘-', is’ playrng with' toy prgs, not a mother doll lnstead the worker will .

,. comment- to the grOttp as a whole, “The little. pigs are scared-of the

e

.- mother" prg .’ Later on,", when the connection ‘with the human

mother is. clbser to the chrld’s ‘conscious: thought, the worker nay
drop the word ““pig*’ ni- talkmg about the feared mother o .
- What happens if the chrldren i ghf over the matenals”-Bonmsswe-

. néss- ‘does not reign. Play’ group therapy is not'a purely cathartic
o experrence behavrorally wrthout lrmrtatrons of - any kind: 'A. major \
aim cs to’ strengthen and burld' _the chtld ’s: ego functlomng Cthat is,: ¥

. L A e AT - b’
. . M T - . . L e e .
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&

his’, p vy F wor er- will ‘say thrngs to the. ch Iren to} °

roup: Thus, if the

v

s
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“ to. teach him to take certain realities, such- as: ime: limitations, °
. respect for materials and:other people, into account before acting. .

""" .The major strategy to. achieve this, reflecting' the ‘Unitas belief in .~
E interdependence, is to ‘help the children to be helpers and controllers R
. of each other. Eismann_considers this a uniquescontribution to play o

>, - therapy. _Rathe_r:d'thdn’ “solve- the problem at’ hand, he urggs. the.

" "children to seek solutions: themselves by teaching them how to “deal
+'with each other, telling’ them what to say and, when. Eismann
~* ‘presents it as follows:. I R -

©

Two, children- dre fighting over the use of -the jungle
~ - animals. What is to be done that will be both thera-
" peutic and sound -social conduct? “The worker - -
observes: *‘Yomboth want the jungle animalsg: Two % -
" people want the-sime thing at the same time.” . = -

- .Ini ‘the parlance of clinical interviewing, the worker '_is-"“i'eﬂectih'g"
 what is going on. A deceptively- sitnple tool, but: far removed from

" head-on attempts to do something :about the situation, 'such as, -

. "“Well, wait .untjl she is finished, then you can have-your. turn.” /
Eismann continues: . oo S /-
.- . The worker then turns, to’ the other childrén -in_ the :

s group. -**What “can they-do ‘about ‘this?” If no one
*.*.. _-comes up .with anything; the worker may cue the

child himseif: *‘1-have an‘idea. You know. what’it is? /.. ...

~ ‘Ask him how long he’s going to”play. with. jt. He- [ -~ .

. " says he défesn’t_kpow?2 Therdsk.him, ‘Well, when” . >

 yow'refinistied; can youlét me play with it?s27 oL

e
—

I

~ Always-more important for Unitas than the immédiate solugion .
. of any problem is to convey to the child ‘and make his own the -
“attitude that thére are. reasonable ways -of accomplishing ' things ’
_through. the child’s own resources; to_build up a; repertoire of .
behaviors that will provide the child with flexibility dnd a sense of
. competence and . self-confidence, and that will, above all, b ing -
.« children toge;anfiﬁ harmonious telationships setting- a’ pattern for

- -their lives outside-and in the future. T et _
= . - %\\\rs——' -
T N o - S . \ ‘ .

- D. ‘Classroom Therapy S o S

/o

~ Each year, -Ei’s_r'nann' riins. classroom: therapy groups at St."

* :Athanasius. In" 1978-79 he led two such groups. ; The- classroom .
° group ‘is_run -along the same lines as the family circle: Eismann
“opens the meeting with the same. ritual:_ﬂf"-l‘he reason’ we’re’meeting

.

-

"
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B togetherIns to talk about %the concerns that sixth’ grade people have
/about lots of hmgs ' As in the family circle, he directs hrs
att&htion around. the classroom, pointing to each. student acknow-
ledgmg those who volunteer to say..somethrng/ The agenda cqnsists .
of classroom and/ngerpersonal .incidents or partlcular stu%['ems
attrtudes and behaviors. Sometimes Ersmann contmues a d|scuss|on
of a topic raied in a previpus séssion, - =" ” . . _
" One goal of the classroom therapy sess10ns is- famrhar, as itat,gd'
by Elsrhann' ' o o av. :

..let me go into that classroom. ,where those p.;oblem BT
. ) .kldS are together with t e other kids who.you say- = . :
are not p&sblem kids. And let me see. how I can. 3

work together with that whole clas§¥and the teachgr -

and try to crejate ‘a climate in. t'he class so that the

troubled kids can be helped not so much by nte, but

- by what [ stir up in’ thé healthﬁ kids to have ag

rnﬂuence on the others. '

-

A closeLy_relatEd aim, ]ust recently undertaken, is “‘networking”’
———"the children, putting them in structured comtact wrth each- other,
class to class, grade 7] grade, by establrshlng, for example, regular«s '
meetlngs/ between upper and lower graders. In: 1980- 84, 18 upper
graders at St. Athanasius were linked to 36 lower, graders who had
. a variety of ‘academic and mt@rpersonal groblems, as percelved by :
thelr teachers. 'Such linkages, organtked around ‘tutoring after
school, - aim to create a friendship bond for - thes® needy young
children. The older “mentors” are supervised by Eismann in order
- to achieve the goal ‘of this pairing -arrangement, namely, to heal
~ """ loneliness, shyness, or attention-getting behavror through a frlen'é:lly ‘
relationship with an older person.
..-+In the classroom group, the -¢lementary School teacher must be
"ja' present not as a co-leaderL with-’ Ersmann, but "as a participant.
Concomltant semmars w1th teachers alone’ are cofiducted to-further
their . understandmg of the group sesslons and to’ provrde them wrth
ongoing supervision of théir.own work with puplls B
A brref description follows of a portion of a classroom therapy
session’ conducted by Elsmann wnh thirty- children in a slxth grade "
o class and thelr teacher Toward -the end  of. this class therapy
FIEE _session,’ Carmen lﬁnally works up' enough ‘courage - to bring up
v somethmg that has been' botherlng her very much%‘ﬁthers have been-,
speakmg their minds, perhaps .providing Carmen w1th ‘the. encour-.,
_';_-; - agement she -needed: She tells of how 'she had" an. argument- :
o yesterday w1th ‘Martha in the lunchroom and accrdentally broke her’
" eight: dollar record .which she now, has to replace .She expresses -
- how. angry- she is .at Martha : who always seems . to have the
advantage A struggle now occurs between the two g|rls,-eaeh

Q
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. 5
expressing ‘her. anger at the other ‘Eismann lnte upts §aylng, 4

“Yoﬁ;e both anggy, . perﬁaps q*en humt; but screammgo&at edch b

- other is not helpful. Let’s try ahother way. » -Eismagn “then agks -~

_-each girl togthirik of, VO thifig® she does not like about ‘the way the

o

'well of hers f, Car ~would’ lllgen" more if Martha sgould be

. other treats® her- an “sgy them to each "other. Garmen begms by,

" stating®hat. Martha, thmks e'is best in everyt¥ing;.a ‘show-off who
_*‘thinks"she can get-any bdy in the school ”'Refr%ng what she'
.said, Eismang commentsrtahat hile, oﬁ‘sgourse. should think .

Bwaré thdt other peop alﬁ'hav‘e’ od things to shbw off about ¥
themselves To .the “rest of the cldss, *aElsmann . that vilien )
people are growing up. they feel proud e way theleBodies begin  +

- 10 look ,and like ad'mlratmn from-.ot ers. Sometlmes e adds,

s what I, mean"” Several” studentsfmlaborate [ this, remforcmg

* Unitas are reflected;, coope,ratlon, mutual he]pfulness lnterdepen-
‘adence and focus on growth #ot gathology r@ Lr

) :w.

chlléren\worry when . their bodles. are not de\re g as quickly. It is
. now, Martha’s’ turn -She: clalmsi that “Carmen~#vays ‘‘acts like a .
baby"" and’ “cracks her. knyckles » Agmnn Eismann reframes:
“Carmfien 'i¥a young lady but there is a baby parﬁof her that shows
“frequently. All 'of us- have. a-baby yart ‘g is harg ‘growipg up, -
wanting to and not avantifig to at the, ame time. Does anyone know

Els"mann s taatic. to neutrahzeqthe anger betwgen the two® girlé by -
surfacing their growmg-up Ebncerns about sexuality and self-image.
" In closing .the sessign,“Eismann - ¢oﬂ1ments to tfie dass on the .
courage Fhese glp{s had to talk to gach other in front of everyone '
“They 'do not have 'to 5gree ;\YIUL, each other’s eiewpoint,, blit can
- listen dnd’ soy out whatgnght be useful Lo learn about oneself.”
Irfeed, Martha ang Carmen were glﬂn'an opportunlty to perceigie
eath ‘other as “co-travele.rs" stmgghng with issues of maturation .
“.rather than as e@em‘les wgh'“drvrded agend@ Again, the goals of &

&
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E." “Art _Therapy and Rémedial Readisg * vg. e il

i

@
Art -th apy and remedral T a;hng\ groups ha@ had checkered 9
sliccess at “Unitas, partly bécaute ‘of ;poor p{gnmng, an 1nadequatet- g

'.,rcferral syste and a 1ack of competent staff.. to@un these
_.programs Fa:
T t*most chromc youngsters" to .receive ‘a patikage of ‘various S

ruary of 1979 Un@as‘a handmcked a group of

: "theraples including’ elther art ‘therapy or r@edlal reading fou days 4
-a week for two hours=after ,,Qhool .Each:child -was. pai¢g} with 3, -

¥ ftUnrtas, because

-volunteen'teenager ‘bvho Was Teceiving on-the-jol ‘trainjng in these '__',, e
special treatment modahtles ThlS programr,falled accorﬂ‘ing to .

e o ) m@m .

«” Do B -




e a° e %
T e T choosmg the most severely dxsturbed chlldren to

" . .cometoa structured- remedial program fouy days per -
week was %50 high an expectatr,o ‘Due to the severe
N performance-.jxmltatxons"ln aca'demnc, visual, coordin-
~' .~ %.  ation, and basic skills, 'their. progress, accordrng to
RIS our consuiltants, was notvslgmﬁcant : N

) The remedial educatlon consultant evaluated the real
. gains to be in the tralmng ‘of our volunteer teenagers
.who could now duphcate part of her program them-
sselves. The art theraplst conversely judged the volun- -
A .. - tefrs in her program. as being themselyes in'need of - Co
* e anart expenenqaﬁrefore, not’ ready ‘to take leader- @
T .shlp in the art thetapy program. ) .

For these - reasons, Unitas changed the art program drastlcally
' For the. summer cycle of 1979 Unltas hired an .art therapist to run
/. the art therapy section of play time- after thg extended familg, circle.
.. At the. end of the summer, arrangements were made to develop, for
. Unitas’ w1nter .cycle, a. new art therapy program which would be.
., - open not to'a carefully chosen few, but to All Unitas children. o
o Each day, two or three symbolic. families’ come to the art r ,
create art’ together, as a family. Milk and coo'kles provrded be the
" program, and in kecplng with the nurturing_ expenence of Unitas’:
.+ clinical thlnkmg, enhance the afternoon s experience. This program
. . has-been hlghly successful with' average attendance reported of 82
- to 91 percent. If-a child does not attend, his or hgr surrogate teen

. parent does outreach jnto’their homes. - - 5
. The rem&dial read)- ng program did not share the fate of the art -
therapy program In ‘spite of its potentxal for. success the remedial
- “reading component . of Unitas was not developed with the same

“strong support: as the art therapy program After the rmtlal fallure,

s _Exsmann suggested that individual tutoring might be '6ffereel"dur|ng .
" “school “time, several ‘hours each week by. experienced teenagers.
“"SUch a. program “was' initiated durrng 197879 through the Wrban

K Corps, a -city agercy: employtng low-income college students - to .

s work'in one of its intern' sites. Unitas teens, now in college, were.

- - able to work' wnth their. symbollc children in need. of remedlal‘ help,

- up to- 20 hours a week {urlng school time.” £+ Los

e

A ln addltlon to thi remqghalueducatron program, other teen .
_ “paxents” establishedva second program, orgapized by Neil; an up-

: and-comxn “patent.’,& This is sxgmﬁcant ay an indicator of the
mcf‘easmg wer- of vteenagers ‘and other workers within Umtas.‘
ngh attendance 1ates ‘and’ unproved neadmg, math language arts, -

_._sciencevand sogai‘ studies. ,gnlls ‘attest to the success of this program,

K "although tho‘(ml)ortant gains made were in terins of the relationship .

i @of .the__children” and the surrogate parents.‘Accordmg to Umta§
: -}"{- as essment.: B W e .

\
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* " The main thrust of this program - wés not tutoring
. but to expand the involvement™the teenagg .surro--
& gates have with the children: . The goals were to
% ‘afford the children individual attention from- their
‘Unitas parents, some-homewotk help, and a hali-

“hour play perivd. T no '

F. .Fbmil,'v‘. 'Thékapy, Family'Work, __an‘t? Advt;cacy

pow

. Fatnily therapy sessions, when. conducted, are held every week or .
“two. The aim is to sit down with the family, identify work that -
‘needs to be done in-terms of problems in the relationships among " -
©all members, and attempt to: solve them by restructuring.the family -
- relationships. In order to be carried out,-family therapy requires a
-commitment on the family’s part and regular atte,ndan'cg at sessions.
" Sessions are usually held in the family’s home, rarely taking place’
- at Unitas offices in St. Athanasius. Stekas feels that families fail to
~_-attend sessions held gutside of their homes mainly because of tra-
~ditional resistange to intervention and practical’ constraints, such as

"'the presence of young children in the family whom mothers dg not .-

" want to take: out into the mid-winter cold. Families feel ‘Tore
encouraged to participate when the workers go, to them. This sets . . .
the workers apart from the kind of contacts such families have had
at a multitude of agencies, hospitals, and in. the schools. - v

In beginning . family therapy, Unitas sometimes ' arranges a

> "meeting 'of the “child’s social network, Which may, include, ‘in .
" addition 'to his immediate ‘family,. relatives .not in the -home, g
neighbors,- friends, teachers, and the’school ‘guidance counselor. The
aim is to explore the human resources in the child’s life. Usually, |
someone is . discovered who’ has rapport ‘with the child, ,who can
wield influence with him, and ‘whose participation in the treatment -
- plan will be enlisted by Unitas. = - . : : e
.. - Between Dec’einbér_l978 afid April 1979 an average of, 28 families
‘w_ei'q. treated in . family therapy, with an average of three’ o_;tf_pur
individuals present at each session.- One, year-later, between Jangary - -
" and May 1980, this number had decreased to 20 families, due taca
. . shortage of trained staff. - CF A
- Many families are unable to make the commitment to the
*concerted, organized effort which constitutes family therapy. A
-number of families are ‘headed by a mother overburdened by the
‘concerns of little money, many children, little or no vocational . -
‘preparation and a tendency to resign herself to her fate..In Unitas’
" terms, these families are in a state of ‘colla‘pse.-'t_he parents have all’ .

-
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5_ but resrgned from thelr parentmg functions and have’ sunk into

profound apathy. Umtas sees such. families for what it calls family -

work. Famrly work ‘is also the natural antecedent to famrly
- therapy. There is no distinction between family work and therapy in
_terms of. frequency or regularity. However, family work: often
involves contacts during ‘times of ‘crisis, such as when a child has

been in an accident or is in trouble with the school, giving such

work a frenetic, emergency-room character.
- A third type of work done with families is advocacy. Unlike

family work, advocacy does not explicitly aim at eventually briaging

.families into family therapy. Rather, a specific, short:term goal is
established and work towards it begun. An example ,of advocacy is
if a child needs to be taken to a hospital for tests but there is no

- one available at home to do this, or perhaps the family members-

necessary. Once the tests are completed, the advocacy role of the
Unitas worker ends. Ce
Many of the family contacts made by Unitas- staff involve a

!avarlable are monolingual in Spanish and an-interpreter is

combination of family work, family therapy, and adyocacy For .

example, Garcia, a B.A.-level social worker, visits the" Rodriguez
family regularly evefly two weeks. His family work with them has

many goals, such to help them obtain Medicaid for an adopted.

child, and to conviffe the mother that her son needs glasses. 1t
involves some suppoMiveness, Such as .asking after family members’
health and he}ping them out in everyday tasks. For example, if the
mother is washing the dishes when a worker pays a call, the worker
is encouraged to pick up a towel and start drying; or he may help
her defrost the refrigerator if that is called for. Every opportumty
is taken, however, o initiate ;a therapeutic process; that is, to
instigate a shift in the family’ s characteristic mode of functioning.
As of.;the summer of 1979, Unitas staff have been seeing fifty
families for either family therapy or family work. Fifteen of these
_ are seen weekly, thirty-five are seen every two or three weeks, the
" majority for family work. A few more experienced teen parents do

family work but may not do family therapy, which is reserved for

the professronal workers L
@
; e

Family Therapy Case Ethp_le The Lopez Famrly

. - ‘-: P o

" The Lopez famrly consrsts of the father, stepmother, and four_

children, ‘one of whom, the youngest, is the stepmother’s -own.:
Three .of the chrldren attend school; the fourth is still too young.
Unitas _ received complaints . from the “school that  thechil-
- dren, whrle not behav1or problems, were commg to class ‘mthout.

4
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notebooks and looklng neglected The ‘most ‘serious complamt was
- about -Helen, -in kindergarten, who was steallng mongy. The Ldpez .
_chnldren had beer coming.to the Unitas' famlly crrcle all along,
. where they seemed to behave well. . '
. Sanchez and Stekas went to vrslt the Lopez famlly in theJr home. :
On their first visit they limited themselves to explaining what, Unitas _
‘was all about and to talking about the children..The workers: put it -,
this 'way: “We are inferestéd in children at. Unitas...we visif, their:: . &
homes' and .want to get to know more about them. Sometimes; when @ * *
children are problems to themselves, “usually. the o\vhole~"
family feels 'it.”” The aim of this presentatlon was to intro-. .
duce: the importance of the family 'system," that.: LS, the/mtér-"
* relationships among family members as the problem rather than U
‘any -one member. *. sl

All the children and Mrs. Lopez were at the first me.etlng Tlus-'.
‘gave the Unitas workers an opportunlty to open-the’ questlon of. thej'. o
_upbringing of the children. The®workers remarked: in_a.pleasant,’” -
neutral way, as lf taking note of the weather, !‘My" goodness“ 50
many children.”” Mr Lopez responded by “‘commenting;: on, how'
- _hard it was to hand "all of ‘them. One worker answ.ered sym- TR
‘pathetlcally, still in)a non-probing, conversatlonal.'"'v_e_in‘,‘-. “1 P

can imagine.” This ifiterchange broke theice. Mrs ‘Lapez began to- -
“talk about her concerns. with the children. Thus the “fitst: sessronéj,-', AR
.followed ‘the format of polite, social discourse with, mtroductory{ R
-expresslons of good" will and of benlgn, nonintrusive interest - 1n..'.;;' :
‘ comfortably shared aspects of the family’s daily life. = L o
. During the second meeting, attended also by Mr. Lopez, the . -
‘workers questioned the couple on the general facts of the famlly S
history: They learned that prior to the father’s remarrla &
months before, the children had been living apart from fhlm.and e
from one another in foster homes and with" aunts. The fatilrr had *
"sued for and obtained custody of the chlldren, Now " the. problem sk
seemed to center around the’ famlly s relatlons .with, the chjldign’s. -~

" natural mother, who maintained sporad' ¢. contact: with them® . My,

Lopez said that he was pot lnterested in. further dlscusslng t‘hrs i
' problem with the workers and- that he was takmg ‘care of" tl;u§ QJ
. matter in his own- way. Although this point was Judged to. be «‘g
8 largely responslble for the children’s problems, the workery' strarte-
gy wasygo deal: dlrectly only awith the presentmg problems unts'l
enough thust was estabhshed to target the central confhét. R
~In keeping with-this strategy, at the third ‘meeting;’; the workers , g
. broached the, questlon of the teachers’ corfiplaint: to’ the’ ehrldren f .
-.-dlrectly “What do- you think the ‘teachers- told -us: abQut you? Tell -
us’ one good thmg ‘and one bad. Then we'll tell” you v’/‘hat' they .l a‘
. said.”” Again; the,, workers. sought a tactful’ way- ~ottopémng a:
' potentrally ‘antagofizing subject’,-while-ajso dragnosmg‘{he chrldren ,-’_
,capacrty for good Judgment and for reahsuc perceptlon ol'

é
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themselves and of others. The children’s answefét were. pn target.:' -

. This good fortune enabled the workers to voice the'teachers’
complaints while simultaneously' affirming the .children’s- positive
qualities: ‘‘Helen, you know you are|really right about what the

"“teacher said.’! The workers attempted to.make clear ‘to the Lopez :

" _f"amnly thatr they ‘were not part; of the school ‘system, nor that théy *

necessarily ‘shared the teachers’ ideas about what the trouble was.

After. several sessions, the . concrete problems for which - the. ;|

.‘chlldren had been refeired were practically  tesolved. The. sibling

_ group was,. encpuraged to’ muster ‘up self-xmposed controls Each -

was to see ‘that the other fulfilled certain dutles Sanchez met
. weekly wath th!’three older siblings, in" ‘the mormng in an.office at
‘their school He' foéused on the ‘tasks of ‘keeping clean and getting

: homework done, The, chlldren now went to ‘school washed and with

the notebooks the Umtas -workers; had bought . for them. The-'-'-';
workers- noticed that the chlldren, who had .always participated ..

’ actwely ‘in- famlly cirale meetmgs, two or three’of them having

‘n‘bslded concomltant 1o .their, participation in family ‘therapy
essions.. Helen stopped stealxng after her behavior was framed in

~stoiep‘mnd$ /Alternate | nethiods "of winning fnends were discussed
by the sibting: group in- a;ﬁnattempt' td"*help and encourage Helen
.7 She, w& offeréd other more acceptable means of starting a friendship."

' i The famlly had now Be n':meetifig, for therapy. sessions- orjce a
11, this time only isshes:
,squabbles as they
opez then indicgted ¥;
?king around ‘the

:I-that they wanted 2]+ ith concegns cé
:famllys relauonshlp; wi j"}‘\’Ir Lopez’s. ,£o'?m
rought this issué up- tl?emselve ‘sh&/tng ﬁranged a meetmg thhout i
He ‘children p;(esent:“?a’hs toc,!sk‘%ptla;:e,S alygys, .in the ,couple’s ~
living g.ﬂ%i % d strayed ‘in, the *
_ ' ﬂnm or her 'to leave, as
dise ."The gouple brought up-their
lldrehrlngJ,She tended: to yell; he to be
1 0 Lopezs’ son, was. ovenndulged

‘his ! formér wife.*He could not

\!'; 1‘ % Coe -
of &he sessions, while. shlftmg to -

T . SN y

5 somethmg 10 say to;the greup each week; were askmg to be heard .
Jess often. It ﬁeemed that their need for the)group § attention had."

e

erfns ‘of an attempt t6 win. friends by buying them candy with thé . =

‘wife.. The! couple .

and ‘tesented . by the girlga, M. Lope?* N

eant ' Her- takmg the;chlldren‘

uﬁe tlmes,*such as d ng a school- .
] r. -,Lopez to deter:%' the @9
should ibe set on the mother and fo

‘pedz 1o issies dlrectly mvolvmg %g:“."



. children. Sgbsequently, however, the couple began to talk of more
personal concerns regarding their marriage. Thus, :Mrs. Lopez voiced - :
“her uncertainty about Mr. Lopez’s commitment to her and her am-
bition tb,;etu;n to school in. preparation for a job. This becamé the

" core issue around which the family sessions were now conducted. -
‘Family therapy was now directed toward resolving the opened up -
area of the dysfunctional marital relationship. . . "~ .
_ ~As the family .continued in_treatment'during, the year, the Unitas -
“ workers ‘framed’ the issue in- terms of relatively normal adjustment
.. problems of a reconstituted ‘family; that is, a family that has re- '
formed and taken in new members in the process, a family which .
must reinforce new bonds of loyalty and reconcile the newly formed

. couple’s mutual -expectations and’ childrearing attitudes. The focus o

" had shifted to the couple, in line with the theory of family

functioning subscribed to by Unitas, to the effect. that- a dysfunc-
- tional family rests on a dysfunctional marital subsystem, and also .
_in accordance with the'lfpezfs own shift in concerns. = - :

. G. Training Modalities

.. 1. Teenage Circle

" Together with .prof;:ssibrialléfaff, ';hé'ipain théf_aﬁiﬁrté in_Unitas
- are the teenagers. Several of the “‘teenagers,”’ however, aré actually

- in their early twenties, but all entered Unitas wher_i-' they were -either .

. childte’n or teens. All the teenagers are in. adult roles of ‘“‘parents,”’
“‘aunts,” or ‘“‘uncles;’’. and as. such; are reponsible for the children: "
" in their respective syinbolic families. They are expected to treat the -

~‘children with, respect, sensitivity and therapeutic. awareness, and. to. -

" . ’turn_to  one" another when"a_difficult situation -arises. Symbolic
" parents are-more responsible than symbolic* aunts and ' uncles, but - -
.. they are;:not qn,a different level. The teens are the catalysts=3or.
- -change §h the children. They do this through their direct -contact
. with'thejchlldren’ inthe extended family circle, in' play, and in the
- outside: munity. In order for them to. understand the nature of |
-+ such worke gi " perform -well, they must participate in training .
-, sessiqgs com d. by Eismann. Training eccupies an: exceptionally
" important place withia-tnitas for both paid and volunteer staff.
.. The training of the teenagers consists of two parts: the teenagers
 training "each' other, andthe teaching by Eismann of the psycho-"
logical concepts and skills needed ‘to” handle children effectively.
.. Usually, these twa- parts are combined so’ that ‘formal training by
- Eismann is intefwoven in one session with thé more informal peer

-
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interactions. The teen circle meets twice each week during the

summer, for two hours each session. All ‘teenagers who are

_.employed full-time attend these sessions as. part of their work week,
sas do most staff members -The presence of trained mental health

workers does not’ _change the purpose of these’ meetmgs They
function prrmarrly to train the teens, regardless of who is present.
o It is now ten o’clock on a Tuesday morning in July of 1978.

Seated in chairs in a wide circle around a classroom at St. Athana- -

°sius are 35 young people, some staff, and Eismann. The, strﬂmg
heat has prompted the purchase of doughnuts and cold jurce for
everyone by the program ---a little sustenance to lift droopmg
spirits. The first item of discussion revolves around the organization
of Unitas. Some drssatrsfacuon among the staff and workers has
. been voiced. Trained health workers complam that -the teens do not

- respect their use of the room. At this time only one .room is

available for seeing clients and for teenagers to socialize. Eismann
asks the teenagers not to use the Unitas room for socializing when
workers ‘are 4n the room for business. He quickly adds *‘but

_friendships are' important...they- are what ‘make Unitas wark.”.

Hours are then set when the room is open ‘to all teenagers: before

. the morning program, during lunch, and after the afternoon circle

on the street. Workers are asked to close the door to the room
when it is unavailable for socializing, thus providing another clue to
the teenagers of the behavior expected of them. Eismann, who.
usually repeats messages to .insure their communication, decides to,

ask instead if there are any quesuons Several comments later, thls .

discussion cluses. Eismann then raises the issue of bureaucracy,
notmg that : :

“Three-quarters of the famrlres of the area here do
not respond to formalities and referrals. They
respond to a person’s touch. For. example, your child

Q

has a bad problem and the guidance counselor says, \

. ““Your son is having great problems in school and it
- ~will be necessary for him to see a professronal coun-
.selor '

BRI >

Ersmann speaks wnh great formalrty as he mimics a school guidance
counselor. He then asks the teenagers, “What might you' feel if

- someone .said this to you?’’

- Raul' ’d fee]\llke I didn’t ra|se the krd right.

Ersmann that yqu ‘were: bemg yelled at.
Juan d be angry. ‘-\'

Eismann: Juan suggests that when you meet somebody who ’
is angry with you, you get angry with.them. Yqu

O
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then do-the opposite of what is asked. Nobody likes
“to be blamed, criticized, made" to -feel no good. We
- get defensive.. In’ Unitas we try to reach out in a very
- " 'personal way to -parents and children, to empathize, . .
" to literally touch, to reach out, and: touch with our - -
-words.. R S

" BN )

The te‘enagerls- 'ér.e bif.ing: taught 'fhétho‘ﬂgx:- of: uhderstanding', .and -'
. - dealing with the childrén in therapeutic-ways, for, he explains to.
" them, S e T

‘o s

+ .. Péople helping people willdo_ better with a body of -
- knowledge. Although it. an take place without it, it .
“is better with it.- Ltk L
" The, techniques he uses to teacm%téc,nagers are also the
" techniques which they. dre being taught. ismanh-attempts to make . -
the teenagers put’ thei iselves in the children's .shoes, by reading

] " the children’s facial expressions, _gestur’eg, tones of voice and words,
in the process he calls ‘‘decoding’, to arrive -at’ the -underlying--. .

" motive,or purpose -- that is, rationale - behind_-.seethingly'random, »
annoying, or inappropriate"vcl'_balizations_"ot'bt';havior.,He then has

them practies.by casting them .in the role of the child, having them
. repeat Whaﬁﬁ%&&:ﬁﬂb and then put into words ‘the child’s de- .*
“coded message, This, he argues, is a- powerful “healing tool. How -
' decoding. can be healing. s illustrated by the following example,. in;
_‘which Eismann ‘demonstrates how’ the teenagers can heal the = -
- ~children; and indeed, each: other and friends, by applying his & -
" method to the actual pProcess occurring in the te¢n circle itsgif. ~ 7

down and out, say certain things.and you fee] better.!
Others yoii stay away from. Who needs ‘their words!
 (Assenting laughter from circle): ‘But these people
! ~may be that way.becapse,-'that’s-' what’s said to them.
.- Here you begin-to -learn -the  language of .feeling -
- 'which is the languagé of healing. This is not aca-
" "demic experience where you take a st to_pass and
. then forget _eyerything "you know.' (CQQCkIes from .
N circle}. ' R g e

. “Eismann: ,There are certain people_who, ‘when- you feek - . -

.-

: Her;’:"l’.d Iike"t"é ﬁroviée_"éil(bgrieqiéeil'f you whxch

you will use in’life. When a person comesfo talk to -
“.you, try.to figure out what the person:feels. Words =
are fiot that important. When a person is depressed, .-
_if you ge‘t‘ across to him'that you have an’ ideaof
" ‘what it  feels like to be in his shoes, then something
will happen, will help him to, feel mobilized a_g'aih. L

y

st
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. . - o . A.“_.‘ R . ur‘.\. )
-~ (To Andrea): I said I feel lousy. :

. (To Barbara, iri‘a-soft voice): Gee, Barbara; . you"

" really feel washed out; you feel hke gettlng away

- from it all. _ T A
3 . (To Juan): Gee. Juan. yOu really '*feel_fbeat. don’ o
.you? N _ B A~
Anybody want. to try an expressron? U " s

‘No .one : responds, Blsmann continues to address various: ‘people
: from the circle, -verbalizing the feehngs he reads.in their bodies, but.
: - not looklng for a response He i is still demonstratlng a techmque :

. (To Howard) Gee Howard you really feel‘«fed up
b - with t the world today e -

(?ther teens laugh T ls ‘a hot, muggy day and everyone is hmp
: ) Any other expresslons" Che T .

‘:‘:i'Agaln no one responds Eismann. changes hls questlon
Who here feels lousy today? - .

. '-Many hands are rarsed in response to thls Teenagers ‘begin to speak .
Howard 1 feel tlred I don t feel hl&e doln ;

N '-'«'-.A:ndrea (Consumed wrth an ous, emb rassed vorceless
: grggles each time-she makes an

Elsmann 1nstructed her she shlelds her face wrth her
hand) L :

Howard (to Andrea) R can 't hear you‘ |

ln both ‘the extended famlly c1rcle and teen clrcle meetlngs, all are'_

e encouraged to.- express - their 1deas and feellngs clearly Teenagers

: and children . alike: are pubhcly .and: exphcltly praised ' for such. _5"

'behavror especxally if they obviously have diffi culty doing 1t L
- Andrea is-looking down now, ‘still embarrassed by the atténtion - "

. she is gettlng and her 1nab1hty to speak “Eismann decides to. pursue’ .
~ this-issue in adrfferent way. He rises . from his chair, walks over to .-

* -Andrea, indicating to her. that she should move hef chair into-the’

- rest of the clrcle, he says, g

center. of the circle. He does the same wrth Howard Then to the-» Lo

"‘Elsmann‘ When you re depressed you talk softly No won-




O .'

'.der l cant hear Andrea When you re w1th
‘somebody who is depressed, don’t shout: Talk',
_softly so they will really. know . you: know. . tit
7 feels like to bo in their shoes. Andrea ard it 50

AN

‘softly that you. couldn t hear it at all

: Howard (repeatrng what he said earher) l feel lousy l—~ .
-sdon’t: really feel like dorng anythlng

Andrea responds to Howard but she is no longer vrslbly upset as

she was -just a few mrnutes earlier. Eismann decides to bnng other .
Ty teenagers irito"the. mteractlon He asks if someone eise. could. come -,
~up and say,that he: understands what Howard feels. Eismann’s -
- question is greeted;-agam, with: siltnce, but he relentlessly proceeds,_.
wlthout lrrltatlon or rmpatlence ' . Do . ,

He asks Howard to repeat what he sand yet anothet trme :
' Howard T feel: lousy l don t really feel hke dorng anythlng

Elsmann (stands behlnd Howard's chalr and speaks for' L
. ',Howard) I feel lousy. This'is really the pits.. I'don't oL
- "Know. how. Ll get through the day. If 1 had my' way *
I'd" go home. (Chucklesufrom cirgle; Howard nods =
oo vigorously,. agreeing ‘wh leheartedl-y with what"
. ¢ -, - Eismann has ]ust sald) ls &ere anyone who can say
T, «:,v.l-b'.“;.lt') ‘ : '.3 L ‘. o . L ‘v.'~--'-' .
Janet raises her hand and she’ is, asked to JOln Howard and Andrea .
ln the center of the circle. " * .. :

Janet (to Howard) You re reall} feehng trred aren’t. you"

p

Howard (to Janet) Yes T ._ . |

_ Elsmann calls on Jesus, who has ralsed ‘his hand but does not ask'_ R
: hrm to srt m the. center LT - el E
Jesus. You feel hot" U " ; ) e T

" Before - Howard can answer Elsmann lnterrupts to ¢omment on the' "
questlon ]ust asked dlrectlng hlS response to Howard

] Elsmann " Yes, but that s just on the skrn Deeper S
“’-. in, how do you feel? Howard, tell us more: about o
how you feel to gwe us ldeas :

‘_4; .

Howard I ]ust feel sleepy, hke gomg home to take a map:. R
and not-wake up" ~umtil tomorrow. (Smckers can be S
. heard from the other teenagers) . o ‘
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. ‘Howard nods in assent Agam Elsmann mst;tut[? change in the: ff_

' E_lsmann Afraid...anx}s
R N

- . Jariet - (enthusnastlcally vol,unteers, leapmg up to slt m th

Agam, Elsmann shlfts the tram of thought to get the teenagers, .

, more mvolved in this eXercrse ‘Asking about their current ‘emotional

state ‘is .not getting: them very far - perhaps the day ‘s too steamy ..
~and miserable for anyone to go beyondtheir dlScomfort The day , »,
" "before, the entire group .of teenagers chlldren and staff, ‘had. gone
to Bear Mountain State Park-for a day away from the hot concrete. :

" of the clty Elsmann asks about the t trip. S : ‘:;{
Etsmann (to Howard) Dld anythmg happen yesterday that
got to you" BT ) . R
HoWard No, . ’

Ersmann- Eyer_ything wen& ‘o'l'cay? '

Howard Yes. :

'EISm'ann Just tell us anythmg that: happened yesterday

Howard A boy he, wernt too fnear the diving board where
© he was'told not to go. He almost drowned. The life-

guard had to go ik and get him out.
o gl

Elsmann (to circle) How do u thmk Howard felt? \ e

Nows a.number. of teen; § are .ready to respond They tell -
Elsmann that they think H ward feit afrard anx.rous shocked

.

... -shocked Everyone who ‘has - a
~word for how Howard felt, come up, please o

, People come'into the circle’ and- take tums snttmg in the chalr across .
“from Howard, each offermg him a word. When they are done,----‘
' Elsmann sits down in the chalr opposlte Howard, saymg, oo

-Howard, people say if }hey had been in your shoes. . .°

they would .have felt anxlous, afraad shocked. As®. = -
. these the kind of feelmgs you had" Do those words.; w

describe it% i

flow of the dlscusslon

. T .
E'ismann (to circle): Now do- the opposlte, not supportlve

. Be as sarcastic as you can. (ln -mock 'aslde) We are 31

'all gopd at ‘that! LT e o _

AN

oy
Lz
~'chair across from Howard) You should have et th:s"
kiddréwn!: 0 oo T e

Elsmann (to Janet) Good'



Raul

Janet (once again taking a turn): The krd .was (old- ﬁot to .7 .-
-.go to that part of the pool. You shouldn’t have felt o

(taking - h|s turn srttmg in the chalr) _ You ‘cotdn’t

have helped the kid if you tried! (Snrckers from the _'.j R

crrcle) SN L s

worned You re not his mother .or father.:

lt is not surpnsrng that Janet is denvrng $0 much pleasure frém
ventrng her spleen in this relatively' safe, " c,ontrolled setting.
Throughout the; summer, Unitas staff described - Janet as .an-
_-extremely angry.young woman She was gruff and insensitive to the
children and - -to. her fellow workers, who could be heard

complaining to: one -afiothér about her behavior. After ‘the summer - -
during which this meeting took .place, Janet contnT'ed 0 volunteerf
" at Unitas, eventually making the tr(
* symbolic mother status. With, her continued partrcrp
: responsrblhty, she has become more at ease wrth oth r workers and- .

sition from symjx

: the children.

' 5 e
-Eismann (to Janet) That 'S |t' That captures xt in-a nut-.:

B

Howard begrns to relate the swrmmmg pool |nc|dent m more detall "

shell ! (Ersmann then sits in the charr opposite- - .

- Howard.) (To Howard): : Tell me,, how. did this make
| you feel? (He leans - toward ‘Howdrd and_ says in a
"~ low voice): We’ll talk quretly, between us. only No.
- one else has.to hear e :

to Ersmann excluswely

Ersmann “(to crrcle) You hear? He 's telhng me more about

-"!,' i

Vanous teenagers, therr cunosrty aroused, want to know ‘what
'_ o Howard is say1ng to Eismann. ‘Eismann. does not’ respond directly, -

*‘the kid, about what happened with. the llfeguard He e

“feels better now. o Tl f“\

“at least not in’ the way they want The pornt he makes concems
-form far more than content Lo : :

Ersmann (to crrcle) We have to ﬁnrsh up now The polntv "

Paul:

-
1

T want to lnake is 'listen to the, feeling a .person is -

* having and tell them.. .with. chrldren particularly. Do

this- with children: That will help them to behdve -

better.. When you really’ Teel like: crackrng somebody -
".-in the face, try ‘hard to understand what feehng he’s
. havrng 1 know it’s hard This is Just -a beglnnrng .

.an appet|zer o ’ Do

What ifa person doesn’t know what he s .feehng"
é? 8 .

.

lic aunt .to". "
fion ‘and added,_



Ensmann' Then you can .say,' f‘L thrn ou don’t kno&‘w
gr .. -you’re feeling. at this- moment » There' You
C already captured lt' U e ‘

" Carlos: When 1.don’t know what I'm feelh\g I start talklng o L
C— and then: after, talking and. talking I can catch what T ‘:‘.‘
R 1 m feehng so:it’s.good Just to let them- ta]k =

"mce he was 8 years old he is now oge ;

Carlos has beenf ds; ‘
,,.»' of the inner corc o nagers', ,Hagmakes his pomt in.the same’ -
e

declaratlve ‘manner as doemExsmann, ‘who' neither commen
youth S. stat,ement nor’ find‘s rt, necessary to reframe it, to it
‘clear to the. other teenagel:s.. In this, regard Carlos, and the T

teenagers who have his stature" within'’ Unitas, are midway between™
the new younger teens: and the professlonal mental -health workers

ismann (to crrcle) Once in tramlng, 1 had a supervrsor,
© S0 crmca] of me I hated her' :

'Varlous VOICCS are ralsed m mock shammg of Ersmann
Ooolf' EAI o L

Elsmann asks what that response meant .
Mary Maybe you drshked her not hated her

Elsmann Mary brought up av very |mportant pq_pt (to .o
. . Mary: What did you. say? (Mary repeats herself) (to .
o c1rcle) That’s an important pornt trying. to talk me
out of my. feeling. Maybe Mary is right that'1 didn't-
* really hite her,-only. disliked her. I';y supposed to
"~ ~love- everybody, not- to hate anybody Did you hear o
" Ithat beforq:" - . : '

: (Murmurs of assent from teenagers) C T \Lm.,.w, '
. -

‘But you feel what you feel. But when you find some- .
body who ‘can be with you in_your feeling.-- ‘“You
really hated her, didn’t you'”’ - When. you hear"
_'+. that, then you don’t have to hatt‘ her ‘anymore. So. lf
. a kld says, I hate you ""let him feel what he feels.
“ ~ . He'may not even be atmg you. Maybe he’s hating
" his father. But he feels what he feels. That does®t -
mean .you act on _what you feel. If. somebody says,. - '
T4 really feit like kllhng the guy,” it doesn’t mean g
_you say, *‘Go ahead and do- rt"’ ¥ o .

o

The session ends and the ,teenagers go to lunch wrth the chlldven in il

the'gym downstairs. "~ % -e g :

Two days later, the teenagers meet agaln for a tramlng sessron. ;
) ...‘_.% ..

‘|' n‘b‘\‘ .
i . '
t .



, o
Glona, a soctal worker who was not* present at ‘the earller sessron,

- indicates’ that she would like to know what happened, her interest
- - having been aroused by allisions made to 'Howard’s feelings . about '
+ a:child drowmng Eismann suggests that Howard go-to the: center’
"of the.circle. Teenagers are first empdthetrc, this time giving ‘a quick R »
run-through of what happened expressing their concern easily. This -
time. Howard opéns up not to Elsmann but to Juan, an. inner circle
_ téenager .who has been at- Umtas for. years. Agam, it is a.re} older,
expenenced teenager who replaces Eismann.. Empathy is followed .
Ey sarcasm, except that now ‘the tecnagers are embarrassed to abe SO
“insefisitive and unkind to their fellow worker. A qulck summafy by.
Elsmanﬂconcludes thrs session. . .. . SR

$ - P . . . ." . T

S

e,
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The content style of management and the ultrmate goals of staff
: meetmgs are much ‘the .same as- thérapeutic commumty practice is
@for “Unitas .in general. This is not -accidental.: Following the -
therapeutrc communrty model Unitas attempts to unify its
pants, blurnng the. ordmary drstlnctlons between. patients and-
,'.l“st gﬁembers ‘Al staff members: have family ‘roles within the -
L Umtas extended famrly system a‘ﬂﬂ so are connected .to one another
g -_'-and the- chrldren ;ag symbolrc kindred. Moreover, the inner: circle::
. .- teenagers, “who partlclpate in teenage training. sessions: and SOcrahze ;
-.* with. the other teenagers, are: also°staff members. More than anyone -.
- else, ‘these ; teenagérs link the professronal mental health, workers,
~* who tend to be older and from outsrde the commumty, wrth the. o
'.local teenagers ‘and the childrgn, % - e
+ . Issues - which arrse-*duﬂng staff meetlngs rnclude the general Co
h funcubnmg -of “the prograln =the - teenagers feelxngs about tife:r =
- “~program - and rmprovements ‘which - ‘hight” be. made, the. need to” .
. ‘maintajn- aCCurate, up-to-date statlstrcal records..of - -children’s. . .
. "attendance, the relationship of Unlt _to St Athanasrus (whrch -
houses the program) and its. staff. .. ' o
Besides these formal staff’ meetlngs, |nformal meetrngs often take
- ﬁoe daxly - especlally ‘oethreen ‘téenagers_in the irmer . crrde Mand-- ’
Elsrgann These teens - are  weekend _guests’ from - timie. to, time at -
--__.;Ersmann*s summer house, visit -himin his" Bronx, apartment, . and’
- stay late at- Unitas, - meetmg with each’ other: and with- Eismann as
frrends more than. as’ co-workers or ernploye%s The" teenagers,.
partrcularly with one ‘another, live the Unitas phllOSOphy in ‘their
. daily activities. “They play basketball.in. the St. Athanasius gym,. go:
to the movres, party, and get together as fnends to talk and share '

’




A e : p

‘theit lrves. After years of !enous partrcrpatron in and devotron to. ..

# Urutas, it cqmes a5 no surprise that these teenagers are able to carry

:'the ‘program’s- ‘valueg and. methods over"into" their outsrde lives.

Indeed,. thrs 1s. the goal of Unrtas” and of any therapeutrc -

commumty

L4

R T L A -
v H.’. Techniques for Mqintaining'-'a' Therapeutic .Cornmurlity .

'l'herapeutrc rnteractroﬂ’s take place thhrn the context. of the
symbolrc family str‘ucture, within ritual ?arameters in the extended
family ¢ircle, and it thé various therapy thodalities described above.
‘The therapeutic techmques used are srh}rl'ar in all modalities, thus

i -provrdrng consistency, although i deual and small ‘group -
< therapies offer more of a sense;of fiihmacy than is possible from
*. the therapeutic community -at a1 :The following principles

.-elaborate the basic therapeutrc ,erpmmngs of all rnterventrons '
. i / e

. . _practrced in Unrtas

Prmcxple One: Structure, order .and- basxc antt—therapeunc proht-

" bitions are’essential to healing. Rules of conduct-and discipline set
‘the stage for therapeutrc interactions. Unitas provides its' children
- and teens with clearcut. rules by whrch they can define the limits of
T what they' can and cannot do %as - part of - the program, ‘thereby
- deﬁmng their own posrtron and wants in distinction to those of. the
.. group and- requmng them to exercise self-control Role-modelmg
- hasa place here, since children interrialize the ‘standards of behavior.

~of their ‘models, older youths and adults, with whom they have

". formed an\attachment.\ The list of prohibitions is lengthy,  and is

_drrected primarily - at. the teenagers who are -expected to teach the’

-policies.and principles. to the children. At the outset of the summer,

Eismann rnforms the new. youth workers of the basic. rules: -

- NOw for some ground rules Kids wrll do as you do
So there are ground rules -- . for health reasons only
..~ not open to drscussron ; :

. :.No drugs, Drugs: are. not good It s a health“pomt of o
- view, a phrlosophy ‘ : a0

g No alcohol I -m your famrly, rt s~ a custom, that s

ﬁg can be misused. If the parents

u’f&inkmg Wrth the krds, that’s the end_ RS

T~



' of Unitas for you I &generally agrwd lt’s not good :

for kids. Maybe it’s not- good for adults etther, but,lj . "

we;ll leave thls

) - , .
o There s an accumulatlon of ev1dence throughoﬂt the o
7~ world that sm pis bad for your health.. Save it .
~for wheu you're ome lf you ned to. Not éven at Cl
-_::trme-out here d RO

_ Rule Number Three Please no smokmg -
IR _ Rule Number Four No. radnos When radios are |

E rmtted people ‘connect with the- machmes It ta es Lo
3 .- people ‘away. from the opportuqrty to commumcate co
/ directly ‘with_each other. -On’ the' street, if ‘a kid. ¢

.brings a radio, politely tell. him to take it ‘home. If
"*'he wants to listen, tell him to take it down the street

" and llsten ‘When he ‘doesn’t need to: listen anymore,'.

‘he can come back There sa ttme and’ place for it.

~ Rule Number. F’vg We’re in the’ group to be. helpers .
- and healers for each other. When we’re out. there,' b
we’re helpers and . healers for ‘the -children...to
" support each other, yes, but I don’t want to ‘see.
_.workers just playing with each other. Stmllarly, teen-
' age workers are: expected to mamtain their focus on .
- the children, not to get involved'i m activities for their ..
own sake. If you’re scratching someone’s. bac and B
look elsewhere, talk;ng but not lookmg at the son, oo

~ you are out of focus. . - - e ‘..‘ L

' Juan,,one g?'\he Umtas old-tlmer fathers, adds‘thls : \ .'_

rule: “No ‘fighting...No insuits.” Elsmagn confirms ,

him, ““Yes, na physical por verbaloabuse, no callmg_ N

names as a way to ‘handle a child. That 'S not healing.

- Principle Two All communications- jn Umyls aim - at healmg
. brokenness and remforcmg strengths A number of techmques &e
“used to achieve these goals: »
_ a) Rules of speaking. In the case of group dahtles é? thera

- .one person is to speak at a Jtime, and in erruptions are not S

pérmrtted If the flow. otledmmumcatlortdoes not goumootw, the
-children are expected to ‘deal with whatever jproblem has arisento
;rectN'y matters.- Within the confines’ of these rules, Umtas

_-encourages its participants to speak for. themselves,sarticujate theis

' feelmgs, and create bonds of friendship andMove wif othqs )
" b) Empathy At the base &f many of the techniques of therapeu-
tic communication used by Unitas workers |s ‘the need to empathlze

'Empathy mvolves paymg atteptlon to and acknowledgmg the




' humar;} of another person, respondmg accurately to hlS or her ;
communications; It'is a'means to achieve human |nterdependence
and love. Through, empathy the. Umtas worker may create an
‘intimate Hond with other people. i
o) Reframmg This is. ﬁre reshaping of an utterance, s‘;tuanon or. l‘

_ event in order to view it in a positive vein. When for'example, the

_ girl descnbed in .a classroom’ therapy session complamed |tterty.~

" about another girl, Eismann repeated her «words but .changed the . -
v,.emphasrs adding a new and ‘not inconsistent positive’ note to what
- she was saying. Reframing is. related to the Unitas value of' seelnai
the pos|t|ve or healthy in the |nd|v1dual or srtuatlon rather than the
negative or pathological.. ¥ '

- d) Repet|t|on Just as ntual refers, by defin|t|on, to standardlzéd
verbalizations and . behaviors, so standardization implies repétition. -
In" Unitas, . .examples abound af Ersmann s use of standard
procedures to ‘influence children. At ev‘ery meetlng,_one hears “I
‘will know you aresre ly by your silence,” ““Unitas is-one blg famlly‘ .
_made up of many SIT all families,” ‘‘Help each . other,” or shght

varratrons,won these - refralns "Another kind of” repetrtlon mvolves
Eismann dhlhng the children tp help them to, remember ‘a specra)b
event or a ¢hange that is to_occur. For example when ‘the summer
program begins, Unitas” meets at a d|fferent tlme After -in<
forming the fami?y circle as a whole, he addresses himself to one
side of the circle, “When Arg,we meeting? At what time? ‘Where?””
The children on .each slde of 'the circle repeat the answers in unison,
directing their responses to those on the other slgle Eismann repeats
the process several times.. This may seem to bryno different from
teaching by rote, yet it is also a ritualized graup interaction, like a -
dance. And, like a- dance performed ,ha;monlously with
synchromzed steps ‘it instills part|c|pat|ng performers and spectators
alike with -an_exciting, maglcal ‘feeling of - onertess with others.. -
Repetition also serves to clarify and em size points made during
- circle meetings and_other therapeuj .lnteractlons, ‘as well as.
insuring partlclpatlon ’ ' -

, hod for understandlnﬂand ,?
. person s feeling. As a.
tion skill it. is relate eframing and reflecting. Irf
decoding, the. therapist changes the™Mesgage around t© make the .
child know that the theraplst understands what he is saying. . -'-"" -~
- f) Storytelling. Eismann makes ample use of vivid anecdotes to*
get across points to the children in the- extended family. It i encrairv5-?i
Unitas policy that chlldren who strive -to- attract a [2)) o (Ve
themselves by means” of - dfstradtmg others' during a:
meeting or wh|le they are busy at work or play ¥
they participate coope ely. However,-k
dlsruptlvely 1nterfer|ng rather than merely dlstr

catlng what the .o




wmg,a {amm}n perha 5

- are gwen ;ntense-attepaon. dprmg the cn51 3

Once upor: time- on .Fme_Street, when the houses
:'were,stxll 'JMd 4n, not- bumed ‘out, ‘there was a fire . .}
1m¢k, It had a spegial . ladder- that they putiup, After':“;.
.’t‘hey put up: thc ﬁrst ladder, they put another one.on
._';top of tﬁat’ and then a thu'd extension. And -when 1. -
. 'got" ¢heréifhey hid - put_:it ‘up to: the top of the .
chﬁrch Your' know thie chitirch?: How. many know’ the
1 7 'fshow of hands) ‘And

:' 'ghére :werevpeople Ioolhng A
' h/1’'m;; ngv about

ij,-m:. h‘t?le ‘boy; had: meped “from ‘the roof of - the
A hbusggﬁmp the: church ropf and. he: couldn’t get off.

« ‘Whenil ;got there: thé oy was- begm'nmg 10 get onto: .
5 “the. lqddef ‘Tt awas’ t;d‘bf lugh - three gtorigs.. Andﬂ' .
- théboy: grogeeded. to’climb: Howpi th¢ Tadder, ‘As he . :
casme 'down- thers: were. cheers and: claps *When he
_ "~ eartie; daw, the"fifemem caime. 10 :shake his hand:
" Cé The boy chagged, his; whole co],or changed "He :was .

S ;Beﬁnmg an fellq"hapgy. And; Hen .'everyonc went:
ome and that,boy learm’.d i, 'Whi :

i The“'é)gl'fdmnﬁdlscuss l_yo

s ‘namely;’ {hat ;he - conld an’
' chmbmg the,£oftopsf ~\l§$s§t
: ed, untll fin %

"’.ﬂglh'g’ an - individua , Lhy
eek 10 empower ‘,the Chlld

; \techmques Unitas employs regularlys

not the authority, with the ability? “4nd the tesponsibility of hiandling .
&v_‘:w_‘ t'is;  redefined, reﬂected reframé is‘and the other ch:ld’s,

5 wn "affau:, establishing ; dn‘ect -liries-.of remedlal commumcatlon
pgedhy them.” This - breaks: the - Vi cious: circle of- complaining ‘fo . .
Super iroducmg A, thnrd party as ]udge or-ally’ for
"'ettmg 'I'lns form of problem-resolu-




k‘i\ %ely‘,éﬁ‘%ged dlrectly, and is:the self- . = -

l!'eCt

LhE \&pll, lﬁatevgorders or “angrily  voice his .own L
«C_i erall e:strives 0 Maintain a consultancy:
?ren 0,0 arc expected to: empower: the:r,.

&dd,ressxng themselves to each’ other';'.'";;-
ll

;) stage drrector

1&§‘smﬁn

S .' h-’ as brlngmg ‘two or more of the partlcrpants )
Xl 'ty,, for example in the center of a teen or

. rna_dle' Fly,g?gi’a/'entmg experlences Ihrough physrcal nurlurance' L
Jarev:eeded bjf all. dhlldren parucularly those in need of correcﬂve

-‘é‘ffe‘ctl'ﬁn a ﬁhg holdmg, touchirig; stroking, and eye contact.
_,Fee‘llng s also included. Symbollc parents: are encouraged to glve.‘
Sur=th e_ir- -“_ch ren” food, to’ -nourish - them "physically. An important’
T DR 'Unllas ‘during the summer is lunchtime, when the teenagers
. hiﬁr #families’ and share food with. their “children.”
er: u’thdays are, celebrated with ‘cakes; doughnuts and juice
by Jo_fterf@cpo yany- a training -séssion. The teenagers learn, by.
;"’f’ amplé it the offering and sharing. of food' can create a strong
bond -be een people. The annual “breakmg of the ’oread”'
‘éprtomlzes thls bellef CTon

s .
4 .

‘ rmdlple er Posmve be\\z;wor is remforced Ihrough positive
d'..’:respo’se This requires the .therapist ta focus interaction on a
ﬁg...pg‘son’s strengths building ‘on--them.” rather than on weaknesses

led oun, ‘af Uni‘tas Elsmann remains a_'?,"v "

He a ogwedly abstams from wreldlng l'ns-
entlon, however and reserves'_

nv‘lty,be ome contagrous amt)ng the cluldren,

ahn’ aimis {0’ empower’ them. Yet, /in"~ "
ofig": Umtas members, even while .

is an enormously7

ln an interaction. Thrs may be done m a‘ s

p,age;mmg e lqrres Umtas -emphasizes the physlcal expressions of

'7,l,,t'.|s ‘the - outlook that describes “ the jar as half full -

;ragher thar half empty Ria is.-often” used’ in the famlly ‘circle ‘to
wel encourage chrldren 1o express themselves verbally before 'the group,
: ~to congratulate “them for whatever they have managed to °
L I . : . '
P ¥y

>

>

. : T SIS0 o



- accomplish- no ‘matter how meager, and to.affirm faith in. their’
. _capacity - for - improvement. “This bolsters their self-confidence and |
- rewards ‘their -assertiveness. by efhiancing their self-image. Pasitive ..

S ‘response works to undo the apathy, hostilify, and selfdefeatism of -

*children for whom family and teachers tend to reserve a pessimistic * .~

= view.,It helps to reverse the ‘vicious circle of failure and low self-
,este’em;v"particularly common among disadvantaged groups. L
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Thc roots of Umtas can be traced back to both the lustory ‘f the:

~ Community Mental Health Center movement of thie.1960’s dnd the

- 'personal devclopment of Edward Etsmann, Unitas’ founder, It is.at".

the shaping of the Unitas prograni.

. 'What was called the “‘community mental hea]th rcvolutron”" of .-
the '1960’s stressed agency- accountabnhty for- service- utilization:in a. K
.particular catchment area . and encouragcd the devclopment of -

human resources among - the’ client p0pulat|on, rather than rclymg
solcly on outside’ profssronal expertise.. Animated. by this innova b

tive thrust - -in ‘helping’ “people, ' Eismann - accepted a posmon at-
~Bronx community mental health center as a consultant in .the

consultation -and” educatton division. The: time " was January 1968
' and .Eismann was then 35 yws old and had reccntly completcd a ‘- .

.'f}_"clmtcal doctopte in social work.

During the ‘first - snx months. ‘of his tcnurc, Etsmann sat in an

- madqquatc officg in- a.hospital building lo_gted ‘away from. the

. mental heaith. center. By Eismann’s description, there was no room .
for- anyone to sit, the hallways- often doubling as office space. ‘He -

-passed six of his eight months at the center *“‘waiting for something

s Bauman. ;G:p
-Lexington. Mass.: D.C. Heath and Co., 1974 ]

:to happen.” He did help to cenduct four tmm’workshops that were
.-successful, - but’ thts ‘was not enough to - sattsfy him. The lack of ..
~contact with commumty people -- he’ recenved two phonc calls |
durmg his eight months”at thecenter and saw only a handful of}', :
- 'g:hgnts - particularly depressed him, - . " JUE-NANy e

Six months aftcr he began this work “Eismann dccrdcd to’ go ‘out

ald and Ruth Grunes. Psych:amc Rehabi/uauon in the Ghélto .

_ the- point- at which Eismann” begms to dcvelop a program- based on -
the: commumty merital health’; 4poncept that ‘we can. best understand'.‘l."

7.

) .tthe street, to stop wattmg for chcnts to come to hlm for’
‘oonsultatto ‘ o



.~ On the streets;, I saw-a lot-of -things happening. My: - -

* depression began to lift. A little'boy asked me, “Will' =

you. be here forever?’’ ‘And from-that’ time I.saw . - .
what Iwastodo.* ' 0 ok AEs

P

Y, was' Eismann’s reply, he wqq@'bﬁeftlh'ere' forever.”During the . "
summer of 1968 Eismann spent. mdst of. his time on,the strects of .
. the South Bronx getting to know the children of the area. Withzhim "

.was'a center art thérapist,-also dissatisfied with: being tiedt ﬁw .
office. They selected Fox Street in the center’s ‘catchment - aréa as a-

‘good place to begin their new work. - The. following: is an excerpt - o
“from Eismann’s notes from August 1968, when he was working . .
“with teenagers on Fox Street. The interactions of the boys with each *~ -

other and with Eismann, over a two-day period; underscore the

ST AL

1 N

Nauvgust9, 1968l

*‘need to work continuously and closely. with childreh on their:own

Today the boys were playing tag. I'told them to-con-_ *
tinué: their. game. .I was happy just. watching them.. -

At a-certain point they started hurling’ rocks and

“ stones. I.could not see.their enemy, but they said it

~ was the “‘niggers? from the other end of the street

* who ‘had begun bothering them. I was caught in the .

‘middle of a rock-throwing party, quite anxious, and

trying desperately to think of ways to distract, re- * °

. diréct them; or reason with ther, or something. -1
~ “tried thoughts with them like, **‘I think you have.
. shown them enough now that they can’t’push you
around.”” No reasoning helped. The war continued.
‘Finafly, it -was over (I still had not seen:the efemy . .
" “whom the boys were saying was hiding in
" back yard). “We won!"’ was the battle cry. -/

- Eddy came onto the. scene and" was
" ‘tile, grabbing things from the boys apd the boys not

" really defending themselves or: each other against-him. . .
. 'Eddy wanted me to sec how scared he.could make™ .

Howard. I'expréssed no intérest, but he proceeded, -

" making Howard run into his house and not emerge. . -
. thereafter.. It was a'disheartening day inall. -~
- August 30, 1968:. e
o Today I retirned to_the group, but found a cool re:

* _-ception. I was not hailed nor related to except by

- forced “hi’s.¥.1 tried forcing conversation but to no

L “avail. The boys who were outside ‘were not really
w7 " Y cecn T W <
, - 80w
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' playmg wrth each other, other boys ‘were msrde look- e

. mgoutthewmdow I knew this unsettlement between . .
S them and me; and even between thém and each other, . - -

: had somethmg to do: with yesterdays war. T kept -
+ --hanging around, sitting on the ‘stoop, not letting : ..; .
. them. reject me although' 1. was feeling . it. A block .. "}
. -* party was. scheduled for the evening: 1 ‘stayed around
. . . . to be at'it. When I got. food ‘I deliberately went to "
Lo several. Of ‘the boys and offered” them some “of my
. food. 'l‘hey began coming near me agam and cau- -
"+, tiously conversing: One boy venfured 10 -ask, “Would
: / you beat up a kid?”’ I said, “Me! Why would 1 want”
to 'do that, 1. mlght not like what a kid does, ‘but - .
beat. him, never.” As, the evening went on and I sat
‘on the curb; four 3f the boys.came over and “‘dined”
with me. At last it came out. Jatk said: “We thought
“you' were real’ mad at us yesterday because we were ',
_throwmg ;ocks, we thought you did not like s any-

- more and were not coming, back.”" I ‘commented that -
+that was the way he felt, like T wag¢-through with o
... them, Did the others feel this way too? They agreed
and tallted more about people who get 'mdd at them

and then are their. eniémies. I sald “1 sure was glad

 you brought this up, that you were able to say these
B ‘things . to me.”” ] was so pleased that they could tell

¢  'me what was on ‘their minds. and how they ‘felt. 1
- . %  then expressed that I was not mad at them yesterday,
‘y - but 1 was feeling. something: when the rock. throwing
’ . was going-on. I felt afraid, not angry. Afraid that
) _ someone -might get hurt and 1 did not want anyone
8w, of them fo ‘get hurt because I liked them. They were
I right, T was feelmg somethmg but it. was not what
« they theught. It pleased me so much ‘that we could

'sit here. and get to understand each other better. -

A

-4

L.

- ;We went over to the stoop and talked for another‘
o ~héur. The tho!&hts and feelings that emerged now =
. C L T were of.a tender variety epitomizéd by Gregory who .
“. commented, at a certain point: ‘“Wouldn’t it be great .
. -~ if we could, all live together in- one big house"” q-
T, said-it was‘a beautiful thought, but at least we could
. be real close frlends who care about each Pther '

Iy

Through the experlences ‘of that summe’r/ Ejismann gamed a
clearer understandmg of whaucould e done” to. reach commumty

m‘nbers ‘therapeutically. HeW transfet‘ to the .ou atrent
g}umt of the mental health cen ere he wanted to 1gn a
, .. F . . Ly . . [N 4 o

. . : . o
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chrldren 5. prOgram HOWever, soon after he Was hrred as ‘a chrld o
cllmcran, the. budget fo? the chlldren S psychratrrc servj wascut,‘
“leaving ‘np- funds for _the .development of the¥né
- Undaunted, Eismann: still- hoped to develop a childrerdy
either by advemSmg wrth mrculars ‘or by meetlng chrldren t,rough o
Street contact. - - ’ e
There was an elementary school near the outpatrent chnlc but .
because of -the lack -of preVIous contacts there, the clinic director
prohr‘brtedvlilsmann from' ‘approaching.the ‘administrators, teachers,
or. children.: As. ‘he’ related "the detaxs of this' period, .Eismann’s " -
growmg frustraﬁon with .the prlorrtres and #onstraints of the ' - -
communlty mental”, health centér became apparent. His overriding
‘concerns continued to-, be- the people. of the - commumty,_especrally"
the children, and. -how o reach them. He had little patrence with'
... what "he percerved as the mrsdrrected ~prrormes of the commumty_ '
mental ‘health bureaucracy. - ’
“By. the spring of 1959% Ersmann was known at- the local Jumor -
. high school, where he had been permitted to speak with people o
“because of contacts that others had made previously.. The gurdance ‘
. -counselor . referred a troubled,’ Puerto Rican boy,- Alejandro, o

" Eismann’ because of _his - truant behavior. Through Alejandro,
E‘rsmann met a number of - oth r teenage boys. E.ventually, ‘
- Eismann’s network expanded to mc ude the boys’ parents id-the - '
. teachers in thesschool. E.lsmann points out that thrs expansion could
not have occurred ‘in’ such a ‘natural. easy Way had he remamed

" sitting in a clinic office waiting for chents to arrange and: show up

, for appointments. o = N -

-Also at this time, the first group of ﬁve nerghborhood teenage
met with Eismann. on the street. lt ‘was‘ not. long after thisg
f"‘Ersmann chose. the namé’ Umtas for the program ‘which-—he:

¢ developing with- South Bronx youth. The name. Unitas derives: from

" Biblical Psalm 133—which . says, “How good and- noble it is' for.'
brothers to live .together in unity.”’ To Eismarn, “mental - healthv

,  difficulties involve broken, -unresolved; relatlonshlps,” and such

- “divided relatlonshrps are signis of “divid mmds If people’ heai;&

y J

, are together, then you can be a commumty Unrty, us, is
‘ projected as .the goal for humans m their personal hves and therr
_relationships with others. , . . !

Eismann held daily group.and individual sessions’ wrth these boys. e

" during that summer, but they. spent virtually no time in . the
.outpatient ‘clinic. office.. Meetings occurred on tenement stoops,\f' ite-
‘escapes, ‘at the local candy store, ifi ‘the schoolyard -- wherever’ and
whenever it made sense to talk according to the needs of the- bcys N

" and 'not the. needs of the clinic.. Usually they would mcet ‘on -the
_boys’. own grounds ‘in-the vicinity of’the junior- hlgh school With

) httle success, Elsmann trred to lnterest Aiejandro and hrs frrends in ’

*» S . ' v
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"joining . the street program oﬁ Fox Street Although Fox Street was. .
just a- few blocks ‘away " from Alejandro s home, -the: chlldren '
thought of it as a separate world. It was- not yet time to consolldatef'
- the newly emerging program. )
- By.this time. the outreach . program Elsmann was developlng had'
‘won _the recognmon and approval "0f his colleagues at the_"‘
-communlty ‘mental health center. In the fall of 1969, Eismann was
invited to become the.acting director of chlldren s services and to
cdordlnate all children’s activities' for the center From clinician
“Elsmann became administrator, dealmg wrth ﬁfty people, most of
whom were ; communlty mental "health workers -Eismann - accepted
 the position’ because he’ beheved that he could build a centralized
- children’s service where referrals could be handled ‘effectlvely,
bellef whlch was soon proven false. .. .¢ -
* His" new duties curtailed his . working d|rectl.y wrth chlldren, 50
- Eismann, transferred. his cases such as AleJandro and . others from
- ‘Fox Street and the junior high school to; clinic ‘workers. But the
-workers, were- generally not competerit, accordlng to-Eismann. They
were- late, .often’ absent, antagonistic, stole .from:-the clinic, and .
lacked the . training and - commitment to work. effectlvely with
children.  Eismann found his new position frustrating since he was -
'_"unableio build the kind of ‘program he ' had lnt/ended and,
"-therefore, was not displeased when his dlrectorshlp ended. '
" In February 1970, after less than half -a year as administrator,
-'Eismann returned to, belng a “simple, clinician’’ ‘with a clear sense
.of relief: He soon picked up where he-had left off,six months
earlier i in'his work on-the streets, followmg up contacts and making’
_inroads initiated at ‘community agencies. He: speaks of how he now
felt free to take his ‘‘ideas from the street and bring them into -
: bu;ldlngs " The. community leaders and workers whom he
approached at schools, a settlement house, and a recreational.center
welcomed . him enthusrastlcally ’Before long, Eismann- was
zevelopmg various: pllo't programs. within these institutions aimed at
"both staff and - chlldren using the servjce. In each of these projects
‘Elsmann attempted to bnng ‘the necessary psychotherapeutlc services-
~directly to the chlldren in need and within the social context of that
-need. He sought to train ‘teachers; administrators, and counsélors in -
how tohandl _effectively ‘problems$ .of the children without. auto-
‘matically refer‘ ng the chrld and hls or, her problem to an outside
'professronal ' " ‘ :
~.-At. the loca elementary school Elsmann initiated a classroom
therapy program’ in which he met with a class of children and their
teachers once each week. Other teachers ‘from the school were
invited to obser ¢’but not to participate in the. sessrons After each
session 'the teachers met with Eismann .in a.different room to
dlSCl.lSS what had, happened durlng the sessron At the junior ngh .

.
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: school he establrshed a similar program in whrch e worked ‘with

the gurdanCe ‘dounselor and the chrldren_ in classrooms Several

' montl;sg later, Ersmann developed teacher-trainifig workshops in -
15

'-.whrch a’ dozen or so ‘teachers met every two weeks to drscuss the

S management of the troubled child in the classroom.

He also set up the Crrsrs Drop-ln Center at the elementary school
concerved as:, T

Ciatla prlot program for intervening in the lrves of chrl-

: dren in the context of therr own community -- the

school Children experiencing crises in the classroom

~can leave immediately to come to the Crisis Drop-ln

" Center and talk and/or play out the problem which

+has. just occurred. The child is then returned to the -
“classroom and further efforts are made to ease the

" class situation which triggered the child’s crisis, even

by involvement of the whole class, where necessary,
in drscussron about why a particular child became so:
upset as tq come to the Crisis Center L

,{-

This center, wif
accordmg to: Eis
community mental ’-
not éffective as the %

th workers in charge of the program .were -
jsts. The problem’ of staff incompetency is
sMten refers. In- this particular- case the.
problem lay predomm in the lack of training of the workers.
They were community: ‘members selected to be..mental health

- workers who did ! not have the skills necessary to understand or treat
" psychologically the children’s problems. Faced wrth tasks that they .
were ill-prepared to handle effectively, the. workers were often

absent, or became: anxious when faced with drfﬁcult situations.

_the Crisis Center, for exaniple, they would tend to play with the
- children for'lack of other solutions.

The second .problem with the Crisis Drop-ln Cent was -that the-,
teachers would send the chrldren there simply to get thém out-of the

. classroom. The center was used not so much to. help the childfen -
-and the class but to punish- the offending children. In retrospect -
‘Eismann believes that “the rdea was- good but it wasn t thought out

- well enough.”’

There was another problem that Ersmann encountered when” he
began ‘to wotk with the chrldren s - parents: they often résisted the

efforts of the commumty mental health workers. Parents saw them -
" more-as. nerghbors and peers than as professionals with tﬁe expertise
- to help ‘them. Parents wanted to have their-child seen by the: doctor
"and, not by just a community member. Gradually, Eismann began'

to rely less on the community mental health workers apd more on

' hrs own direct efforts wrth ch’ldren community leaders and tramed'. ,

-
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-professlonals workmg in the area wrth chrldren R
By 1971, Elsmann had establlshed ‘an effecttve commumty
'network which "ould be activated - to.. help children in need: of
-"therapeutlc Pterventlon He tells.the story of Juan Rurz a
psychotic boy .of 12: who Elsmann and. others sustainéd. in: the. -
-~ community for four years, ‘until’hé was: l§ Eismann- worked in the
*school’ with -Juan’s class, with the gurdance counselor, with' Juan’s
family, and the_local settlement house; . where: Juan went after Y
+ school.. During the summer, -Juan participated: in-the Unitas Fox -
Street program and was watched ‘out .for by the teenagers, urder
Elsmann s supervmon When Juah was 16, his famrly moved out of
the neighborhood and, soon after, Juan,ﬁ\vas admitted to- a state
psychlatrlc hospital. . . e
In the settlement house, Elsmann, durmg the w;nter months ‘met
w1th children ‘from the commuiity and - from . hls -caseload ‘at’ the
communlty mental health cente tw1ce eath, week fAroun,i a large
“réom Eismann and . his st set .up ga es “and . activities in ‘a
structured way. The staéf 3: ese activities consisted of one
Nelghborhood Youth Corps worker and» fpur,teenage volunteers, all
“ of whom worked -under. Eismann’s- sup vision. During the course
-of “an’ afternoon, Eismann would visj Wh -activity -group. The
materrals used came: from severak -sour esewfheqsettlement house, the .
. center’s 'petty cashbfund and the feso rcefu'hiess of the children ‘and
.Eismann. Elsmann has always “belig eq ‘that it is not the thirgs
" themselves that are of significance bl.ﬁ? the interactions -that take
place\ around the materials, whet bt in“the process of figuring out
how t\o obtain them or in learnm,hoW"to use and maintain them.
It is not dlfﬁcult to [see ho the various .components of the <+
Unitas program as it isjnow strj ctured had thelr precursors in the

rect agent who handled interactional
. He. soon realized" that teenagers could -
to do this work. In the summer. of.1972,
Fad been volunteering their services received
Youth Corps money- t work at Unitas. Other teens contlnued to -
" volunteer theit time aid efforts and, in gubsequent years, they too
. were offered summe_‘sJobs in the fullftime program. Anf added
mcentlve for these teef s, all of whom worked on a voluntary basis
‘from Séptember throug J'une_ was The recreational activitigs -
Eismann made sure|to/provide. At the mental health center;
Eismann set up. an| unused room in a basement as % wood .
. . ey . . . R -

help and. perhaps. be p, I.'
four teehage boys who|.

v
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_"workshop Teens were also gWen time for therr own socral get-to- :
gethers, to. talk or pla.y, after the day’s prog'ra.m for. the 'chrldren
. ended. Eismann, thus, appealed to the ‘teeris on ‘several levels ~-the .
‘ spctal recreatronal econormc» arid psychologlca! o m enlrstmg them
' mto Umtas . .'-
S (Tne of Ersmarm s orrgmal 1deas ha¢ been to bUIld a group home ‘
" for the’ youngsters on the street, to- keep them. from bemg sent away
to’ foster homes or institutions. He thought that. if the very ‘troubled
',chrldren could be helpéd within their own neighborhood they ‘would :
have. a better ¢itance” of workm’g out their problems. After pri¢ing. -
,severa,l ’houses, Exsmann.f decided to buy a. modest ‘wood-framed-
‘.'house near g lake in.-upstaté’ New York,. about a one-hour drwe
- feom’ the ‘South- Bronk. Eismann ther began to irivite the rnost _
o 't.roubled teenagers to spend wéekends- there. This,’ hpam\ver, was*a
’ short-l)ved prQiectf After .a week .of handlmg psyc‘hlatrically '
troubled y.oungsters, he was oBlrged 1o spend the wee}rend teachmg b
_them to’ close the': refrrger‘ato; goor when they were ‘through wrth it, -
- flush he. torlet. and clear the dishes: from the. table He: gurckly
ided to use-trips to ‘the lake house not.as treatment for .the most’ *

E

L

. bled but as: 4. Yéward for the’ healthiest. These were the ©.

B t‘eenagers from fthe neighborhood whe_ had. been yolunteering their .
- timg &to work with"children dunng the summers on the streets and in". - +
, _the Mrmters in the - settlement house. At the time. of thrs »wr’rtmg, '

‘e these weekend trips-to Eismann’s country house cont,mue. NN o

T e

In--1973, Elsmann becanie increasingly involved in the Jocal
. ‘-schools cdndu‘ctmg more workshops with teachers and- meeting wrt}r
,-A‘.:".jgt‘oups of children. He continued t0 meet regularly with teenagers
at the’ mental health ,center and run - the twice-weekly .aftefnoon-
-"sessrons at the settlement house In addmon for a period- of: several
o ‘monthis, he: met with a.group of_ local elementary, school teachers
i gurdance personnel and parents because of conflict” dver the
parents’ desire to be involved in thé running of the school. Eismann
describes how', by the time these weekly sessions ended the
. antagonism had disappeared.. His schedule ‘alsé included iweekly . .0 ¢
" meetings wrth the’staff. at the settlernent house. Meanwhile,.the '
- number of teenagers Vglunteermg to work m the summer phase~of
; »‘Umtas was increasing. . !
 In July and August 1973 in addmon .to r’unmng the regular .
street program “on_Fox Street, Eismann offered a 15-weeksseminar -
-workshop -on_working . with distarbed children at the local
parochlal school_ and the - commumty mental’ health center. The :
) pamcrpants, all of whom ‘were working daily Wl-th ‘troubléd youth »
_' mcluded téachers *from _the ‘school, workers ‘from  the Bureau- of" '
‘Child:. Welfare -and: the mental -health center.. Response, 10’ this =~ 5 &
o wor‘kshop was overwhelmmgly positive and led to an invitation 16 - '
a Etsmann to vsork wrth chlldren and teachersoat the. school in the: -
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Tees o fdll For _‘_’cvl_"".,fu'll"jschob]'._ypar Eismdnn ran a\go;rkshop-vtrai‘ﬁin'g’, -
~"" . ‘teachiers tb be therapeutic agents in \their own ¢l srooms; without
-, referring children to outside -mentd] - health “e)‘(pé\rts'.”AHc alsd
+++ devised a ‘workshop for tedchers in the use of -empathic cormy
‘cation in play. therapy, This associatign with the parochia] s
“ continued, the following ,yeja'r, 197421978 - R
.7 Meanwhile, Eismann was treating thildren at the o
- mental’health center: but:less frequenfly than before: Mo
., - more of his time was spent with ‘wokkers and- children. at;
*“+" - Isettlement hoyse- and the local. schools. . His interests were tu
~—away from the one-to-one. therapy in wliic_h he had been- frai 1
toward working with’larger numbers of people. Eismann proposéd™
- to. establish a:therapeutic cbmmuni_ty,-ip’-t\h‘ very p’lace“’,whe_re people - -
= .lived and not in an institutional seiting. ,ﬁe-dggideé to implement
- - this plan in'the spring of 1974 by invitirig all the graups -of. children "
-and teenagers with.whorn he had been* \gorki,\x‘ig to"a: meeting on JFox+ -
. Street: .About 25 youngsters: came to thisd first meeting at which, ':
Eismann was assisted by téehagers whom ‘he had iasked for help.
(At first, Eismann had doubits that: this plan would.wotk, describing .
“vit asu‘a’crazy idea.? But, by. this time "the_ ‘decision. to treate a -
.. - therapeutic -community with thé still dispara,t’e_\',groupS\ of children .
- was firmly made and there was no turning back ot T
.. The children- were responstve and 'soon ‘the Fpx. Street ;progiamy. ..
- » meeting once every week, was a redlity. By the\summer, Eismé?’i,c_
*-had arranged to have the street closed off to traffic, créating._hbré;'/-;,
'+ space for play and. meetings. The youngstérs, went.along with this, .
- according to Eismann: e Leoe -

LY
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. - Y LT T e
~.:because of their bondedness with me, -because of
"their valuing my relatiopship to them. I was,a good. o

S “father and they had common identification with me. =
. -] : - L0 -~

" He saw.h_i’s job at this time “toshelp them become bonded: with
. each other.”” ‘It was during that summer that teenag¢r§ begain'f(-): be
~ ‘called mothers and fathers rather\than counselérs or: big _brothers
and sisters, as was the case until then. S .
- -" Eismann believed that Unitas could be an, op'er_l\ system on‘
i ‘Thursday afternoons; that is, any. teenager§ could come “provided
’ that. they took care ofthé younger éhildren. The reward for doing
. this would be free recreation. time for the teens afterwards. Thjs
‘" new system was ‘in_itiate'd -and resulted. in “chaos, the teép's taking :
» . over and not fulfilling their respansibilities toward the- children’. In ~
., * order to rectify this unmanageable -system, Esmann_neMed. that
the, teens meet for three weeks on a different day of.the v\vp‘ek-,, in
addition to the, Thursday session, for training and as.a way;to test .
" their commitment. The original group of nearly 40 teenagers was

%

. . soonreduced to 12., * - .
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’* While."Unitas as dn outréach. program"was now maving ahead
7 successfully, ‘the community mental health center: began to .
., gxperience_difficulties. -In 21975, with less mopey available, for-, *- "
- innovative work, the. center’s; administration ordered .that7all
outreath programs be stopped. Even beforé this-policy declaration,.” .
- however,  restraints had -been plated/Eoﬁ'/'Eismann.;,.He"was,' for -
. .example, ordered to stay at the clinic more, his private office space
. in thé basement .~ and. with it the workshop space that he had -
-'created. for tHe teemagers — was sealed. Eismann ‘conductedya small -
' statistical study to determipe the effectiveness of - the clinic in- .
.- treating children of the area. From. Aprif 1976 fp. October 1976, . -
. ‘Eismann found that the mean intake in.one of:the center’s :three :
'# outpatient units was scandalously low, with -only 1.8 children per
. " manth seen per worker. He writes: - -~ . #~ " S P

‘It seems incredible that the Ca){chment area with the
largest, children’s . population and' the most serious - >
needs, according to.a study n{ﬁc by‘the Albert Ein-." :
stein College of Medicihe in' 1974-75, should be so -
untouched by its” essential source of community psy- -
" chiatric help. It seems obvious that the approach of

' \_/: \ having youth come into, a psyihiatric facility is nei- -
== . _'ther popular nor serviceable inl terms of what they 7,
.need. . - o T v _
< “This finding; 'c;o'ilp'l;d with the recent mandate that outreach

“programs cease, -reinforced Eismann’s growing conviction that he
* must move.'tp/ make the Unitas program Endcpcndent'of the
.*. community . mental health' center. Funﬁeuﬂorc, fgdc_ral funding for
. the mental health center ceased in- June 1976 and the center became .
“primarily a Medicaid clinic, no Ionger abié to sponsor. Unitas. 7
.- The,Unitas program continu¢d on a part-time ‘basis while
.~ ‘Eismann took the necessary steps to create an- organization that
- .'_WO).ﬂd function independently. A Board of Directors \yvas organized,
consisting primarily of South ‘Bronx commiunity leaders>who had
“-been ‘involved. in' Unitas .and older, Unitas participants. Unitas
. ‘became incorporated with the Board of Social . Welfare as ‘a
i+ charitable o'rganizatio%band proceeded to apply ito. various -~
| foundations and corporatfons for financial support to begin in the .
.spring of 1977. The Greater New York Fund (GNYF) ,ar\d the New - -
- York Community-Trust Fund (NYCTF) approved Unitas’ ‘Tequest . -
 for financial ‘support, amounting to $55,000, and Chemical Bank = -
- provided additional ‘Support - in- donations of $2,000 ‘and “office .
equipment. -~ . 0 ) AN o
+++ " Eismanh severed all ties with the mental heaith center atithe end
* ‘of "June 1977. He was finally free to work flill-time on Unitas, now
. officially - the A.,_f-;‘Unitas';Therapeqt_iq Community, Inc.,” Qr&aniza-
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- 'tionally and financially independent of major institutional restraints.
It was primarily its outryach <thrust that enabled| the Unitas
- program®to get off to a Healthy start. We cannot, however, .
discount ‘the nine years' tha “Eismann _had’ already ledicated -to . -
building the program and sharing the fruits of his labor with others:
, - involved in community- service. He had, by this time, a small but .
o - dedicated following_ of teenagers and children  who helped recruit
- _ others into the program.. - S .
Unitas also ‘owes much to other community organizations ‘which
" helped it survive.during . these early times of .independence, ‘fore-.
- most among -them, St.. Athanasius and Casita Maria ‘Settlement
" House. For several years,’ Eismann. had been in close contact *with
~ teachers -and- administrators at St. ‘Athanasius, where he ran
* ‘'workshops,  worked with. problem. children 'and their families, did
. ;and taught playv_th&:rapjg'.:..Uni‘tasﬁbegan_to.— usethe school gym in
... 1975 for its l’hursday'_»affcmoon extended family circle ‘meetings.

-~ the school’s offices and. classroams ‘on' a regular, daily basis as " -
" f .Unitas. headquarters. For nearly one and a half years, while funds

" were extremiely. tight, Unitas paid no rént. for the use of this ‘space, .
. - With available budget .funds of 1977-78, Ei,smann-_'hired_a’ full-+.
i, time MSW social worker who specialized in family therapy. A+

" teenager who began participating in_ Onitas in 1976 was offered a
salary as a Unitas Youth Corps, v’vorker,_a position which heﬁeld. ;
. .for six ‘months. “After this period, another youth took over the o
" " Youth .Corps pesifion for -three -months.- With. the exception of -
government. monies available to pay teenagets during the ‘symmer, - -
e.g., Youth Eniployment Program positions, and the salzzés paid . .
to Eismann.and the MSW social ‘worker, there were-no paid- staff .
‘members at Unitas during its first year of in‘dependcnt-operatidn. A
- Funding has:proven:to be one of ‘Unitas’ greatest problems thus -« -
far, and any study of the agency’s functioning must " include '/a s
discussion of its financial history. As funding for the first year was - '
drawing to an ‘end, Eis \n, basjca
clinician, found himself i T
" . funds to insure Unitas® existe ,
e unsuccessful.in%his attempts to et Ypifas- funded;fe did secure
‘permission from the New York Co}y T _ R
over from the grant they had given Yous: pport the' program during- , '
the coming summer.. These funds, amounting to several thousand -
dollars, were' supplemented by consultation ‘fees which Eismann was
receiving ‘for services he provided . weekly at a family counseling
agency.. This combination’ of funds enabled Unitas to continue func-
tioning throughout July and August of-1978. with its staff and
program intact. L c ‘
- . Unitas had.applied to-the Greater New York Fund (GNYF) ahd

, . S e : }

. .
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. the New York - Community - Tr for continued f}nancial support

from - July .1978 to_June 1979, But the GNYE, ‘displeased with the

" management of Unitas, reqired\ that an administrator be hired if -

By this time, ‘however, it was too. lht_e to apply for funds’ for the
v.‘. fiscal year beginning in June 1978. ‘The %ur agencies_-inyolved ‘in .
'possible funding were on different fiscal ti '
- cating'matters. ... - : - e .
September found Unitas without meney f"\sltaff, programming,

" refunding was to be. forthcoming.,;ln‘ addition, Eismann learned late "
‘in the spring of 1978" - as Unitas’ funding was ending - that the.
New York State Division for Youth, in conjunction with the New

o City Youth Board, would be willing to match dny funds fhat |

~ Unitas could secure. 1t was not unti the middle of the summer that
" the details of this matching program.were ’c}ea’rlyknown to Unitas.

or supplies, a.sithation‘..which prevailed for our months through

December 1978. To .cope with this, the %agency € iminated ‘all but the )

. most basic aspects of the prggram. | salaries were stopped.

. working as a ‘consultant for the famil
. had done in the past, he directed the

counseling agency, As he
fees -from these weekly

Eismann -began to collect une IOyme)&t insurance but ‘continued:

etables, further compli--

‘consultations into Unitas. A B.A.-levél social worker, Garcia, -

worked with the; understanding that he Wwould' be paid as soon as
“there ‘was_money available. During this period;-however, in
" efnergencies Eismann paid Garcia from his own pocket. A- number

- of dedicated teéhagers'.gontinued to work at Unitas, doing whatever

‘glerical, physical, and therapy. work -was. demanded to 'keep the

‘program functioning: Only one teenager, who had been in Unitas

for five years, received_federal CETA funds. In addition, two MSW -
“students: from New York University interned at Unitas from )
" September 1978 .until May 1979. Their work, for which - they,
~ received: no salaries, included running small therapy« groups and- -

_seeing.'indivi(lualsand families in treatment. -

" individuals, families, and .local schools. ‘Special programs ' such .as

money Wwas: spent on ‘rent or supplies. St. Athanasius contributed

" budget for the period-_.Janua,ry to December of 1979 was $85,039. .

_remained from its more lucrative days. :

" During this period, Eismann secured- funds from the GNYF, the -
¥ ., NYCT, and matching grants: from the New York State Division for

Youth, through the New York City Youth Board. The total Unitas

Working -staff began to be, paid and Eismann recruited a full-time

.

Jet
I3

' :The ‘Thursday circle was maintainecy, as was .outreach WOrk;wivth.'j .

. art ther_a'py~and.rr.emedial reading, both of which required
consultants’ fees . and materials, were temporarily cut out. No:

"spacdand_dverhead and the program s‘ur,vived on whatever supplies -

- admipnistrator . (who was also. a trained psychotherapist) in keeping - ;
with; the agency's rieeds ‘and the GNYF’s requirements.. In all, for -
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the three-year penod of June 1977 through" June 1980,. the GNYF '

_gave grants to Unfitas totalling - $55 ,000; with _the amount of- the

grant reduced considerably each year. (as
Ironically, the features whlch make Unlt approach to

- commudity therapy unique have. worked against its chances of being

‘funded. The agency has -proven its viability and, through its-

- popularity and from*various evaluation measures, its success. Unitas

has not, howe'ver, Heen w111|ng to modify its programs.to allow it to
fit. into the tradltlonally oriented mental health establishment: It

has; " for example, turned down an- offer to be affiliated with a
' commumty mental health clinic, which would make it eligible to -

receive.” Medicaid l'u.nds Such proposals hold little appeal for
Eismann who sees them as involving too'much. time and too many
uncertalntles as‘well as posslble alteratlon of the Umtas program in

‘unacceptable ways,"

After receiving funds - fét 1979, Unitas resumed a full op'eratlng
schedule, and new personnel were brought it. In February, a second
full-time B.A.-level social worker, Rosalie, was hired mainly to do

\ . outreach family therapy. However, like Garcla her male counter-

part, she also participated in many other aspects of the program. _
‘At the same time, Lynn 'Stekas, an MSW social’ ‘worker, ‘ was

| higeas. full-time administrator of the program. Her six- years of

social work; ‘experience prior to joining Unitas involved casework,

_group and communlty outreach counseling, coordmatlng and
. . .supervising group work programs, and supervising social-work

students for Catholic -Charities. After completlng an MSW at ‘
Hunter - College (CUNY) in 1977 she _worked in "administrative

- positions. As coordinator of a youth program for Catholic .

. Charities, she’developed and ‘'managed a sports league for 2,000
.children and 200 adult volunteers in Queens. She was also

. responsible for writing, admlmstenng and evaluating a Youth Board

contrdct for a Catholic parish. Her experlence also includes years of .

K work as a teenager in charge of. all the bookkeeping for her father’s

small business. Stekas’ also point$ to - her marrlage to.a former

accountant (turned soclal worker) as. helpful in admlmstermg :

Unitas.
Stekas Unitas. responslbilltles have pnmanly ‘entailed overseelng

bl adm|n|strat|ve functions- of the agency but, as a trained -

.- therapist, she hds’ also become inivolved in other aspects’of the
- program. She supervises several social-work student‘tralmng at

Unitas, runs a weekly young- women'’s group and a weekly group. of -

- young men, “all of whom are now or are about to, be in college. The .
newly created position which Stekas’ holds brmgs with it -

opportunities for. her to expand Unitas programming in slgmficant

~ ways, such’ as developing the institutional ties and the therapy
.-groups just descnbed But Stekas energ|es have perforce been'
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. to keep the ag

.organization. ,_1' W

. “stray cats and:d
- reflected in his'life.

'-srgnrficant in’ fol :
- years as very lonely, since he never had a sense of belongrng to any o
group. outsrde th family. ' : '

3r.. .

- l ' S .
focused ‘on the agément of Umtas and on trylng to raise funds ‘
inning.

- The above hr,St,p. cal sketch-of Unitas makes clear how Elsmann
and Unitas ar}: ound together as concept, program, and
d P. Eismann was born in New York City in .
1932 to Germag-Irish parents. He was educated in the local public

’ schools in: New ‘Yo k City. Although ‘his- famrly, ‘which included his

parents and srster 'did retain ‘some aspects- of- German culture
Eismann describes his background as being: ‘‘simply American.” .
Perhaps' this expl ns Eismann’s implicit encouragement of cultural
assrmrlatron by*r uiring English to be spoken, by deemphaslzrng
cultural t1es,'an, by preparing Unitas members to’ enter “the,

. mainstream of rhiddle-class Amerlcan structure.

. Since botﬂ "his phrents worked, Eismann’ became - rndependent at

- an early age, dev loprng his imagination .and creativity. He recalls
forming a restaur

t in his cellar, where he would serve his father,
imal hospital in his home where he cared for -
s. This qualrty of provrdrng service is contlnually

and opening:an

to his adolescent years in Brooklyn as especially
rng his present philosophy. He describes those

~Eismann porn

a

.One of e things I prayed so much fot were friend®
ships with other kids, but somehow I did not have
-the: con ldence in- myself that other kids would hke ,
‘ me. . :

He could not assert “him¥ETt with others,. was shy with girls, and"
wary of the gangs in- his nerghborhood One of the reasons. that ..
Ersmann formed Unitas may have béeen to enable other chlldren to .

avord the same sense of loneliness that he experrenced

l thmk ““What have I done”” 1 have’ created a lot
of' fnends of klds 1 have created a group. .

Ersmann feels that as a chrld he was lackrng an adult outside the

“ family: upon whom he could" rely. and with whom he ‘could feel

comfonable He was still very young when he decided that ‘he .

" wanted té become that adult for other: c)nldren For this reason, he

decrded to ‘become a priest -- priests were, to-his knowledge, the - -
only people offerlng direct helping service to children- and the
nerghborlrood He viewed teachers, who were in fact important-in -
forming hrs self-image, merely as people who imparted. rnformatron g

.. Through ; the sacrament of Penance, Eismann could go to a priest

and. have an intimate dralogue, however, in.the confessional béoth

“he was aSSumed gullty, evaluated Judged and scolded ‘““That is all :
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‘1 needed.whe.n I wasa gullt-ridd'en'kid,f > he reflects. _ 3

*. Eismann was actively involved in church’ functions. ing 'h.|s
teen years; he taught. Sunday School and Wednesday-after® 7

released-trme religion classes at the local church. He also play

organ at masses and headed a children’s choir. Elsmann did two - -

years of undergraduate study at St. John’s University in Brooklyn
. where his loﬁg-trme love of music flourishéd. In high school, .he
.- played the piano in the.Glee¢ Club and helped create music groups

for youngsters He played the piccolo and the flute -ii the school .

~ band and as a member of a swmg band performed at weddings and
receptions. Today, Eismann is a classical orgamst and plamst
.although he has not applied these talents within Unitas.

At St. John’s Umverslty he became .more philosophical and”ex- ‘

penenced a growing sense of d|ssatrsfactron wrth music alone.

I wanted whatever’l did to be worth somiething eter- .
"nal and infinite. I did- not want my life to be mean- »
ingless. I wanted to be a person ‘who dealt ‘with
-others in a way - that was dlfferent from what 1 had
. experienced. _ _

With this in mind, Elsmann transferred to a seminary college in
Massachusetts operated by the Congregatron of Holy Cross. As a

_ religious order the congregation emphasized the values of silence,

prayer, and a varied, active ministry.. .HE€ graduated and ‘was

admitted to the order’s novitiate. Ordination, consisted of a four-

year' graduate program. Eismann spent his novitiate year in Bennmg---

~ton, Vermont, -and, for the next four’years, 1954-1958, he attended

' Holy - Cross Theologlcal College at the Cathblrc University of -

America in Washmgton, D.C.- Duting this time, Eismann worked: . -

- part-time with a group of black children from - the - Washmgton
slums, mcarcerated youth in a‘detention center, the mentally illin a
federal hospital, and neglected children in a group home.

At the end of his third year, Eismann began to ‘have doybts
about being ordamed He realized that he did not merely want to

.obtain more knowledge about the Church, God, gnd the'Bible at

‘the expense of training in  human relations, which was the aspect of . '

the priesthood that had initially attracted him. Eismann wanted to
learn more about people and understand them better; to give them
‘helpful service built on knowledge, not just, impulse.” He left

Theologloal College five months before ordination, receiving a one "

year’s indult of exclaustration from Rome. During this year, 1957,
he worked in a Boy’s Home,,where he received room and board,

and attended the School of Social Work- of Catholic University of -

America, paid for by the Congregation. For.-a time he entered
Freudian analysis but,*in keeping with his desire to:move. away
from mtrospectlon toward |nteract|on he found the experience
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. dlssatlsfymg In 1959 Elsmann recelved an ‘MSW degree from
~ Catholic University. , .
Eis n never. returned for ordmatlon +but has remamed falthful
_to the fCatholic Church. He *sresses the importance of Judeo-
Christian underpinnings in ‘his development and present .sense of )
 self, “However; he feels that there are many ways to worship in~ " -
addition -to the ways. of a traditional church, such as by srmply )
»gathermg together people and . letting. leaders naturally ‘emerge who O\
. .can” assist people -to express and share their rehglous sentiment \
. ,among themselves. in a natural commumty Thxs %, in his words. .
_ “‘everything Unitas 1s
‘After graduation from the School. of Soclal Work Elsmann '
. returned to_New York to work for Catholic Charltles in a child
guidance chmc from 1961 to 1965. For ix ‘months during this - - -
period - Elsmann was in Sullivanian analysis, after which he turned
,#8 Adlerian analysis, the latter having a. profound effect on his
\‘\wews ‘of therapy and mental health. He became mcreasmgly
dissatisfied with an analytic approach to therapy' although he
acknowledges ‘its contribution to his personal growth., One feature
~ which impressed him was that his - Adléyjan ‘analyst was: a good
- listener-and was not’ opmlonated This attracted him since the major
- help. figures in" his past, priests and teachers, seemed to pass
" judgment (freely Eventually Eismann entered ' group therapy,- an
“expefience 'which exerted an influence on the creation of Umtas m
that" “what people could give to each other was reinforced in my
..own group experlehce \
“In- the summei of 1963 Eismann traveled/ Mexrco City where
he ‘cared for a young boy and attended - the Instituto
‘ Norteamerlcano to learn Spanish. The following summer h worked
in Argentma and Chile in a self-help village project. Eismann then
. returned:to school to obtam a doctorate in clinical social work from
. Smith College, in a conjoint plan ‘with Harvard University. After
receiving a D.S.W. in 1967; he traveled around the United States
- for two months .and decided that he wanted to settle down in a
" lifetime career. He was torn between his family in New York and,
his “désire to work in Hull House in Chicago. After hearing ‘about .
the- Bronx commumty ‘mental +ealth center and its ‘new thrust ‘in
helpmg people, Eismann returned to New York-and began workmg .
. there He pursued post-doctoral training at the Alfred Adler Psy-.
i oanalync Institute in New York, which stressed mterpersonal
relatlons «and hie received that Institute’s. dlploma in 1972.
,f In the early 1970’s, Eismann felt that he would like to have a’.
~:',‘. more permanent relation with; a child, instead of - dealing with-
-/ ~children throughout the day and then having them return to their -
real mothers ‘and fathers’ at day’s end. Eismann approached
- Cathohc Charltles about adoptmg a_chlld and w1thm srx mdnths .
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- E‘smann was glven Tom, a mne-year-old boy Tom was. born in the ;

. _Bronx, was abandoned by -his-mother, and. brought to Catholic -~~~
'Charities by:his father. After that, the child had betn in. and ot of . " -

foster homes. -In 1974, wrthm a year after receiving him, Eismann

- legally adopted Tom. Elsmann and his son now share,an apartment
- - in" the- Parkchester section of the Bronx. Tom is a hlgh school-
= student and)an: active symbolic parént in Unitas. .

" In terms”of family life for himself, Eismann says that his llfestyle

-"f'_"does not. necessarlly exclude marriage. -Unitas is' his &ntire Jife, but

" Eismann. does -not feel. ‘than -an emetlonal mvolvement would - -

.~ *diminish his commrtment to the program. It is difficult, though not
" _'-rmpossrble, to |mag1ne ‘Ed Eismann involved. in other ac'tlvmes with ~
. the "intense: devotion .that characterizes his. concern for Unitas.’
- 'However, - in tracmg his -personal development we’ ﬁﬁd that.such. -
- 'fsenousness of purpose ‘and zeal have’ been hallmarks of Eismann's =

i‘_f,work. His" clanty -of vision coupled wrth ‘dogged hard work have.'
e f__-enabl Umtas to’ develop a¥"carefully. as it has. Unitas"has survwed .

T unshed .through a4 penod of commumty detetioration, cutbacks -
j-'_v,__",m fundmg, jtaff shortages and turnovers, and, upheavals in’ the
e commumty ‘mental” health: ﬁeld In- large part ‘we must- aftribute lts

R ‘growth _to_the’ dedlcatlon and abllmes of lts founder, Edward P
. Elsmann '.'_--: SR - ,

: ...>"
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PLATE. 6. “In ‘Unitas children_leatn to -
) absorb losmg s well as enJoy wmnmg,
) develop ever increasing levels of” sociali-
- zation; develop cooperatlon .as. well as..

‘autonomy S
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SOCIAL ORGANIZATION

P

. As in a famnly, SO in Umtas mdmduals receive encouragement g

- and support for their dependency. In the .context' of kinship,
dependency generally implies mequallty, the dependent one.
subordlnate to a superior, powerful: relative. In the natural: family, -
+. the parents have power -over the chlldren, and’ the older children
"' often hold:sway -over their . younger srbhngs Aunts ‘and _uncles,

. - though clearly not the mothers and fathers of the nuclear unit, are
. "tecognized a§’ parental or potential equivalents. Power, then, within -
~.the family unit, reflects age and -kinship role, which often .
. correspond. The structure of Unitas encourages this kind of )

" . dependency. and ‘hierarchy, with power asslgned dccording to .age
. and family connection, .albeit a created, symbohc one. - .
~Since children are- usually cared . for . and soclahzed by thelr'
blologlcal families, the Justlficatlon t'or the creation of an elaborate
symbohc famnly structure. needs to be discussed further. Eismann’s
view i§ that a great number of -actual .families in - poverty stncken,_
-ghetto .areas -“‘are: so’ disrupted and dlsorgamzed that. they are - .
vrrtually-maccesslble to change through family treatment.”” Whether -

- “this is indeed true']ls t the issue here, although the problem is

o certalnly an. important, ne Umtas beglns with. the premlse that -
_ . traditional family therapy mterventlon in disrupted families’ is, at - -
s best, {::mally effective.’ At:cordmg to Eismann, the’ climate of .~

. actyal family life for ‘many families in ghetto clrcumstances may be
e psycholo ically damaging for all involved. '

: Without addressmg himself to the specific ‘social and economic S

_causes of " this unhealthy situation, Eismann charges Unitas with the:

awesomeé task ‘of resocializing in healthy ways youth who have been . .

psychologlcally hurt by thelr families. He states that

- ..the troubled klds need mothers and - fathers. This*
’ means that they d|dn‘t get enough of ‘their parents )
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o If .a mother is raising ten kids, maybe alone, then
i she has ‘a lot to do arid perhaps can’t give enough Q
" to each of her children. .-When a kid comes to us
angry, we don’t smack the kid in the head. He pro-
bably gets enough of that. Th’ére are other ways.

Elsmann portrays an angry, overburdened- single mother wrthout'.
healthy optlons in her life. It is the famrly system which is

unhealthy and in need of fundamental changg, not slmply ‘the child- -~

- rearing behavios of the mother. The social- gystem in, which she
« operates, however, is not readily amenable to lmprovement )
Psychological health involves people helping,. caring for, and--
controllmg each other, ‘as well.as sharing_their, thoughts and
feellngs When people ‘are able to nourlsh one another, then they
are like the members -of one family, a healthy family. Ironically,

_ this kind of nqurrshlng or healing does not often take place in real ’
famllles in- which the parents are emotronally unavdllable to help
their children. Such is the situation which prevails to a large extent
_in_ thé South Bronx. The justification, then, for working with
symbollc families lies in the need of children who are in an
unhealthy, dysfunctional real family structure to receive adequate
parenting elsewhere: Unitas claims to provrde such a healthy

~ surrogate: structure.

. Unitas is ¢coaceived, as ‘‘one big famlly made up of little
families.”” - All partieipants in Unitas become members of a small
symRo olic famlly Together, these symbolic families form an

" exten ed family. Authority resides with the grandfather, the oldest
and most powerful family member. There is only one grandfather; .

~there is no grandmother in the Unltas family .model. Moving =
- downward through the generations, there are .mothers and fathers,’
structurally equal to- orie .another ‘who are the -heads of .the small

© ¢ Unitas family units. T heir responslblllty is to care for their Unitas
A chlldren, who "are’ d|V|ded into older chlldren and less responsible
younger children. Each: ‘family ‘may have one or more aunts and
~uncles.”Older than chrldren but not. ready to be parents, aunts and
_uncles-are regarded as: parents-ln-trarmng, it. is expected that they:
wlll move into symbplic parent positions quickly. -~ . .
Unlike biological families, Whnitas ilies rarely extend formal '
J(lnshlp termm ology beyond the immediate- members. Even within
* the small- f.axmly unit, not alf kinship ties are ~recognized. When -

either -addressing’ or . referrlng to a Unitas. mother “or \fa\th‘er of - -

another family, a parent does ‘not use a sister; brother,” or in-law

term. Sibling relationships exist only in the child.generation. Only X

children have brothers-and. s|sters, their - “‘parents’’ . do not.
Slmllarly, while there are Unltas parents,' there are no, Unitas

spouses. . Unitas does ‘not recogmze symbollc marital ties, and there ) .

' are no. symbollc husbands and wwes The Unltas famlly members.f

5 Tl
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“use only ﬁrst names in speakmg to or about. the others
An exception to this i§: the use. of the terms’ cousin;’ sister, and
brother in the child-generation. ‘Cousin- and sibling terms are used
by Eismann when he, asks a- child from. one family to interact- with
another child in the same famlly or in a different’ Unitas family:
-This setves two functions. First, it relieves Eismann of- the burden B
oof havmg to remember the hundreds of names of Un,ltasichlldren
v "Second ‘and more lmportantly,.lt“relnforces the ties that Unitas
o children have ‘as symbollc famlly members to one another. The
 focus here, as it is. in much of, the Unitas strugture, is on the * -
_.bondlng between ch|ldren and thel.r peers, facnlltated by the
" . symbolic parents. * A
At the center of Unitas are’ the teenagers actlng in the roles of
-mothers and fathers. Unitas mothers ‘and fathers fall into two main
groups: those who have been in U. tas' for several years and have
" . proven their abilities an;l commitmer, ‘and those who are; elatively
- new to Unitas and are still being te ed and trained. A€ a group,
-* “the Unitas parents form the backb e\ of  the” program; wnthout
them, there would be no program as it now“ exists. \
In 1979 five teenagers could be sin led ‘out as.wielding «greater \ (

power in Unitas than their contempor rles These five hay more
contact with the ‘children, with Eisma , and ' with ‘other . nitas, «
admmlstrators than othér teens. They adted ‘as mediators bebween
. Other’ teenagers in the -program. and ‘the m{stratlon, and as\the
lnterpreters and translators of Unitas olicy 'to the. children.
‘,,Through the years. this number ‘has sh|fted but smce its beginnings
l nitas has always had a group of:dedicated, influential teenagers. -
“-,In this 'year, we_ mees-Juan, George, Richard, g},{ il and Terry. . *
. Thefe are a number of features which thes ' teens\ share, not the
. - least’of which is their true-believer- ded|cat|on to ‘Uni s, as bothan, .
A "organlzatlon and. a - way of life. - . \ :
- As a group, these five tend to be closer to Unltas 'hlldren and A ;
'their families than other téenagers. This closeneys, obser able in the. "\ -
ways they talk to and touch the chlldren and th frequen y.of the|r \\
~ cohtacts with children and their real families, as iy 1,
~.. they show for their well-belng, -gomes from th& years of Unitas '_
tralnrng in child development anc behavior. We cdn easily trace the 0
- values' underlylng the behaviors f~these symbolid parents toward
_* their c ildren and each ‘other to ‘Unitas’ teachings, Examples’. will |
. serve ‘to illustrate thé.differences. in behavnors ,between’ the.
experlenced teens and the novices. - - : N
i Itis a Thursday afternooq in Aprll 1979. At 3:15 small chlldrqn
\‘ - begin to enter “the St. Athanasius: gym to participate in the ‘Unitas
Yoo circle. Elsmann greets: eachchild- at the door, -asking which family. )
#\ he.or she is in. Eismann- eéxplains that -this practice maintains .
order, sets the mood of the gathermg, and remforces the chlldrbn S
. commltment to the. symbollc famlly j" > S :

o
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A smlle, a ézntle greetingl and often a warm ‘touch welcomes
reach child as he or she arrlles at George’s family. George is 21
“years old, black, lives wat home with his parents, and is about to
" graduate from h|gh school and\ begin cpllége. “Hello Darlene, how

was- your day? ‘Nice to see

usy_, ‘“Hey; Leo, hello. Come sit '

" Within’ ten minutes, ‘there are Qerhaps fifteen black and -Hispanic .

E down.” George draws the Chlldl en one)by one into his caring nest.

%érls a/nd boys" assembled around\Georg¢, who now has Sara on-his

p 4nd an arm around Greg, é sad looking boy of nine. George .

_nevér ceases to interact with thi children, intently watching and”
©ore pondmg to their activities. Wh they are gathered he asks them'®
’ g arrange themselves, seated, in. & circle, so that they can play a
ame. It takes a couple of minutds, a bit of verbal and physical

~J the circle gets formed without” Geolge. ever ralsmg his voice. The

"sgame involves one person in the faily trying to_name. the other
members of the family. Several of tht children are anxious to show
stheir skill. Henry, a. boy of 10, namies perhaps half the children.
When he cannot remember a name, George urges him to ask the
person directly what his name is. Oth

udging, and the”enlistment of thd older children’s ass1stance but .

children are encouraged to.

elp Henry in this task -but not to te im' the name. Most of the
Ip H hi kb 1 h M fth

chlldren comply; a few cannot resist whispering the- name, but ‘this
is mostly ignored by George and, follo g hlS lead by the ‘other
J- famrly members. \ - .
‘% Now it’s José’s turn. When he gets to Reo, the.only excessrvely
'overwelght boy in-the famlly, José célls out\‘‘Fatso.’”” The children
laugh .as José apparently intéended. Without hesrtatlon, George
"mildly but clearly and’ publ)cly reprimands Jasé and. tells him the

correct name. to use As ‘soon-as George Spt aks, the smckermg'
~

, stops.

P

“c FN .
,’ .+ This /contrasts wrth the conduct of Jesus, a ‘Unitas parent like'
" George)’ but withat George’s degree of commitment or“incorpora- .

tion of. Unitas philosophy, and Without George’s geqtle control over
himself and the cl?uldren Jesus arrives a few mmutes Jlate-at his
famil s usual location, in ‘the Unitas circle on this ‘Thursday He
hurrjes ‘in and Keads lmmedlately to-Howard, his friend from. the
streéts, also a father in another family, to say hello. Juan, the more
‘experienced and responsible father-in this family, frowns, showmg
hlsrdlspleasure at his co-parent’s ‘actions. He briefly mentions Jesus

1

lat ness- .and stopover at Howard’s family. Jesus, however; directs .

hls attentlon toward a couple of the boys in his -famity whd” are
n arB\g_', anxious to heé with him. He cannot -resist this oppgrtumty
to avpid Juan’s criticism. He tousles the back of one boy’s hair,
pushm\g his head. forward-as he does it. "As the Boy stumbles

forward, laughing "and ‘clearly enjoying the attention, Jesus: turns;_
-toward his friend, Johnny, and lunges for his legs, startljng the boy
" but nothmg more.. They are all Jaughing now, and although there

A
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““has clearly "been- positive: interaction bejween these boys and theit

: surrogate father, one Wwonders meyrtably about the therapeutic,value
of these actions. Therapy does not seem to be foremost on Jesus’ o
mind at the moment. Soon, -hpwever,:Jesus is seated with his family -
as they prepare for the weekly Unitas circle, The chrldren Robbie
-and- Johnny, are by hts~s|de, noW joingd by’ Frank, who is buslly ‘_

" chatting about a television’ prqgrhm He had seen the night before N
Two girls stand|ng nearby greet Jesus shyly.and Jesus-says hello.to
them but makes ho effort’ to briffy them mto the crrcle. Thé. grrls
~drift to a spot.near Juan and sit.down. ' : o

George has'beer™eqming to “Unitas for nearly six yea‘r),,srﬁce he S
‘was fifteen years old./In addition to bemg -a symbolic father in the /
Unitas fa*mly, George tutors-children in reading, ‘does therapeutrc.‘ ;
work ‘with local famrlles' meets 1nd|yrdually with troubled’ chxldr:n, -
work‘! in art therapy, does group counsellmg, plans group outrngs, s
and supylises youth workers. He is proud of the work he doeg in-
Unitas;%f his commitment to' the program and of the changes he *
-has experrenced personally “In 1974, 1 vfas makrng the transition = ..
from child to worker ** he explains. ‘I grew up in the program. In )
h|gh SChool I was quiet and never -spoke to. anyone Then, .Carlos.
and 1 started talking to each other. That’sshow I got ‘here.” ". .

The talking that George refers to is .not the kind of ‘verbal
badmage that" we routinely ‘ hear from, say, Jesus. Rather° the
peech is highly explicit in form "and intention; its stated and
{understood purpose be|ng to facilitate, commumcatlon between thev,
....speakers. In training sessions, the teenagers, ‘metivated in varying.
degrees by their dgsires to harmonize with other teens and workers
and to- handle the drffrcult children more effectrvely, learn.
communication skills along with therapeutlc techniques. The two .

. cannot easily be separated however, since effective communlcatron

B verbal and non-verbal - is crucial to effective healigg. ‘The

problem as George explains it, is to ‘“‘get the kidsto interact with -

" ‘each other," and this cannot be done, by explaining it to them. i
' “They - cannot grasp. it, they have to:experience it.”’ George no .
Ionger feels that there is a fundamental distinction between ‘his
- behavior outsidé and his behavior within ‘the Unitas context. "

. Jesus, when asked about these issues, hesitates and falters .not-
“knowing how to respond He agrees. that communication is syperior
~ to hitting as a way of handlrng a dlfﬁcult sityation. But Jesus does

‘not speak wrt@the ‘same- commitment  and understanding- that. one

hears from George-Observing Jesus playing durmg the recreatlon

_hour of the family-circle meeting on this ThurSday, we see him -

s |nvolved in a basketball game with five other boys, all but one of;

whom. are in their teens.=On the sidelines stan ;f two’ hoys perhaps

- nine years old, wat?'mg ‘the game. It is a Unitds uncle, mot Jesus, a

.

-

%

Umtas father, who jnvited them to join the game. As gart, of. thet{ *
_training, Ejsmann irlsists that the. teenagers not confuse thf% recrea-.
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tronal work with. the chrldren wrth therr own’ amusement The teens:

are not, he stresses, there to play their own games; they are at..

Unrtas to. work. Evidently, Jesus has not learned this lesson well.
‘Jesus has.-no regular responsibilities i Unitas the' way that

"George does, but then he has only been ir the program \for -eight
AN

- months; During the last summer, he moved to Fox Stregt from a

-

different section ‘of the South Bronx. During that summer - Jesyg saw
people playrng on-the street during the afternoons Not woﬁ‘lng,
with no money and only a few friends, Jesus fdund himself lured
by the activity -he watched. One day in August, he-left his house
détermined to- ﬁnd{gut how ito participate The first person he met
was Juan who took Jesus under his wing, rntroduced him to others,
‘and helped him feel comfortable.

"~ Jesus can be understood perhaps as.a young George'an the sense

' - that he is the age George was when he first came to Unitas, and, at
least by his. interest and attendance, he is as dedicated to the
program. Also, both George and Jesus were motlvated ‘at_first by

their loneliness dnd the need to participate in a group Perhaps time

.and trainitlg -- and with these, maturity -- will overcome Jesus’ lack

of skills and sensrtrvrty, and develop in him a genuine commrtment
to Unitas- goals :
- Incorporation into the Unitas hrerarchy is slow, often requrrrng

“ years for a teenager to be given or to take a-place of authority in
. the structure. We have identified two routes toward. incorporation.

7 value system and with the other workers of the organrzatron
Until the’ summer of 1977, there was what the teens called a “hot .

Dne can start out as a child in Unitas and eventually take on -

‘greater responsibilities within the family and the organization. This

" was how Richard and Carlos, for example, joined Unitas. A second
‘route is 'to join Unitas as a-teenager and, through. commitment,

work, and the desire and ability to fit in, be accepted. Juan, Terry,
and Nerl followed this approach. This is the faster but 'perhaps
more difficult of the two avenues into the inner circle because it
requires that an already formed teenager, new to the organrz:)tron,
prove his or her ability to do the work well and to_fit into the

seat ** Eismann would first interview the new teenager in_front of
the group and then the group would interview him with ‘Eismann

: present The person would: be asked ‘about his or her interests, experi- - ’_
ences. with children, and ability to speak in a large group. This °

~ procedure is o longer followed ingarge part because of the internal

.Re:structurmg of Unitas.-In, the pas¥ there was no separate core of
teenagers hired as summer workers as there are now. Teenagers had’

"to serve .in Unitas during.the winter to prove. themselves and to

make friendships with other teens.. The “‘hot ‘seat” served as a test
administered by’ the Unrtas upper;echélon.to worthy novices. Now,

- summér yvorkers age provided with the same work experrenee.as the = ‘
T eens rn the past but wrthout the burden of gorng on “trral as Most v

I
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temporary summer teens vrew\Unrtas as an agency in whrch they are -
:placed to work for an hourly wage For those teens dedicated to the .
program, there: is still the element of testing but it is now diluted by - ..
the presence of many' uncommitted youth, a fact which dlsturbs
many of the more devoted Unrtas workers..
Not all teenagers who are -assigned' to . Unrtas, however are ..
allowed. to remain in the program. In 1979, six summer workers -
were asked to leave and their transfers to- other ‘work  sites arranged.
The main reason given for the transfer was the inability of these
A teenagers to ipteract. with others. They were erther too shy or too
marginal, because of their own anger or lack of interest. of note is
_that five of the.six dismissed teenagers were girls; the sixth, a male, °
- was transferred. out of" “Unitas on the first day bécause he was too .
.young, not- because of persqnai difficulties.  Perhaps .it was chance
“that only -fenrrales ‘wete asked to leave Unltas during that surﬁmer,
‘but most likely it wasnot. The shyness that was cited as the reason - .
for the transfer of two Puerto Rican girls is a characteristic person-
ality ‘trait of many Hrspanlc females. Two’ black girls,. friends who
tended to stay by themselves on the street, were asked to leave in
part because of complaints from other teenagers who observed that.
sthese -girls had ‘‘an- attitude.”” Other teenagejs, males, were also ™ -
mentioned as 'being only margrnally acceptable, but none were .
asked to leave. , They remain, accordrng to Ersmann because, .
“although they may be too young and “dull,” they are known ln_
Unitas, and are nei’ghborhood kids. ““If they came 'to me now,”’
- claims’ Elsmann, “I’'d\probably -have them reassigned.” Unitas will
- not go out of its way.tb accept. children or teehager from outsrde .
of the comynunity. ‘They are striving to, burld on local turf, to in-- -
corporate this' into Unitas’. daily functronrng In 1980, to avord"'
«earlier problems, teenagers -deemed unacceptable were weeded out'
»  in‘interviews béfor¢ they began to work in the program : L
~ The Unitas circle illustrates another feature whrch can be used to . .
‘measure differences between one-symbolic. parent and -another: - *
“‘attractiveness of the parent to the childfen.- Throi 1igh, their actions,
- .the teens communicaté to the children different degrees of. interest
" in them and «their activities. It is this natural- attractiveness. which
*Unitas uses to establish symbolic families. Children are not asslgned ,
to a- famrly when théy enter Unitas. They spend time in a family = .
that appeals to them :and into whrch/they are’ welcome. If they. ,-_
choose, they may switch famrlres It is not uncommon, also to, find ,
a. ¢hild who has one parent in one famllf and a seoond parent in a
drfferent family, - . "
The use of natural dttraction sometlmés leads to situations whlch '
may be em’oarrassmg to teenagers Durrng the, summer of’ 1979,
' r\'?‘en time to organlze and lmplement the pl;ogra _was.. 'severely
mited, Eismann decided to let the established - famrlres ‘select. new & '-"
teenagers, whq\had been assigned- to Unltas, to serve as aunts - and
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uncles.in theirsymbolie families. The means to do this -- lining_up
teenagers outside, at the end of a circle meeting, and having family
groups choose their favorites -- emphasized individual differences

and puplic display. As noted earlier; Unitas does npt extend the’

same kind of unconditional welcome to its new teenage workers as

it does to its children. They must work hard and make themselves

attractive to other teenagers and.to children in order to succeed.

One way to quantify this attractiveness ‘s to look at ‘the number .

of children who are in the families of the - teenagers ‘We would
expecf"that the more children in a teenager’s family, the greater. that
teenager’s appeal. Further refining measures of a teenager’s appeal
.are, at best, a difficult task. We might hypothesize that a teenager’s
attractiveness to children would consist of a combination of his or

"

‘her personal characterrstrcs, including physical - attributes, commit- -

. ment to the children’s needs, and skills in fulfilling these needs.
* Also, ‘bound to influence at least some children is their ‘sense of
which teenagers have been informally designated as leaders by
Eismann. As an initial measure, we are considering the number of
children in a teen parent’s family as a broad measure of
attractiveness, encompassing the-finer indicators mentioned above.
In this study, two, methods -- Unitas parent information, from

roll books and from questioning of parents, and informatitn from

questioning of children =- were used to learn. the structure of family
‘units. Once we learnedsthe structure, We added up the numbers of
- ¢hildren per famrly ‘and per ‘‘parent.’”’ What about families in

which there are more thai_one Unitas parent? We handled this by

" asking children for ‘the nafmes of all their Unitas parents, and by
- asking each Unitas parent to name gll the members of his or her
fam|l|es Not all “parents’’ named all the children in their family;
they generally provided the names of only,. those children for whom
- they are responsible. Family- structures could then be combined to
. learn” the total number of children per family. This would not,
wever, offer adequate information concerning-the appeal of one
‘ ‘;ﬁmeularteen ffpht” versus another. Thus, the only fethod
that proved useful itkshis pursuit was the second, the qfxesttonrng of
each child about his -or her Unitas parent(s). -

The srze of the teenagers’ Unitas .families as reﬁected in th‘:

" children’s, naming ‘of their symbolrc parents indicates, though

imperfectly, their relative positions in the Unitas hierarchy. Fdr this .

analysis, we_ designated three groups of Unitas workers: (1)
dministrative"workers’ and professional trainees. Adm|n|strat1ve
orkers include . paid full-tlme staff whether they .are working .-
v_pr'marlly as . therapists or . admmlstrators- It does not include“
_experienced workers who, though' they. may “work at’ Unitas- full-
time, were not specifically. brought into the agency to fill.4. particu-
lar ernployment slot. (2) Inner-circle workers. These are the workers .
who make up the core group “of Unltas ‘In 1979, each of the five i in
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- this group had been lnvolved i the program since 1976 and tended :

to be older than the other teens, ranging in age from 17 to 21. (3)

' _Teen workers. . This: category . includes both “‘up- and-comlng inner-
- circle’ ‘workers and marginal teen workers -- the least experlenced ’

"and-least committed workers at - Unitas. The latter category includes’

EE teenagers who were assigned to Unltas by the Youth Employment_

well as teenagers who"continue to partlclpate m Umtas but tend ‘to

- remain peripheral to it. Lo- .
We' find that - the five core workers had larger Unitas famlly

- groups_ than other workers. They averaged ten children each. Two

of the workers in this group:, Juan and Terry, had surprisingly low
numbers, with only four and six children each, respectivély..Closer

Program for-summer jobs and who never returned after August, as’

. ‘examination - of the data ‘reveals, however, ‘that there are sound .

reasons in each case for this fjnding. During the summer, Juan
worked more as a supervisor and coordinator than as a counselor
to- the children. He had the responsibility “of managing the lunch

crew to assure that the children received lunches every day and that
- these lunches ‘were cleaned up. Thus, he rarely ate with the chlldren

. or stayed with them before orsafter their lunch. Also, Juan generally»
" took more of -an interest in the other teens, making sure that they

were doing: their jobs well, than in working directly with the

 children. Had he-not incorporated the Unitas values and policies so
well, he would not have been allowed sych managerial license to

translate and interpret Wnitas phllosophy to his contemporaries. It
is'not unusual to hear Eismann talk of Juan’s special sensitivity and

.- expression. Juan’s posltlon is more one of mldd]e-management than.
-of worker:

Terry, Juan’s girlfriend since “before cosmng to Unitas, also

~ occupies -a special position in Unitas. Unlike other Puerto Rican
girls who participate in the program, Terry is not nor was she ever
_ - shy."Eismann descrlbes her as.‘‘the br\n and she can sound cold.”
"+ He* suggests “that “!she couldlearn to.bg more mellow and

affectionate.””. But like Juan, .Terry articulates Unitas philosophy-

" well and, adamantly, never Resitating to interpret Elsmann s
teachings to other "teens. It is perhaps becaus¢ of this ability that '

s

" numbers accurately reflect the commitnifnt to and involvement in’

Terry has become one of Exsmann s. favorites. Terry s.outspokenness
dnd coldness, coupled: with her considerable time commitment t9
her college work -- she is preparing to attend law school -- account

for her lack of a strong following among the children.

-

Compared to the average family size of 10 for the inner:circle

teens, the “up-and-comlng” teénagers averaged4=6 3 chlldren in their
- symbolic families .during the summer, .and the ‘‘marginal teen

workers’’ averaged only 2.2 children To the extent that the 4

Unitas, this appeal quotient works well, with the mner-cnrcTe :

workers averaglng more chlldren than elther of the teen worker

‘1051),)
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. ,-categorles In short; with few_ exceptions, .the more involved the
. teenager ‘the greater- wrll ‘be his or “her .popularity among the -
children, that is, the more attractive he or she will be.

We should note that the involvement of the workers goes beyond
economic concerns.. Durrng the 1979 summer program, all, the teen
workers were paid the ‘same. hourly wage. In' 1980, college students

~were paid $150 per week through the ‘Summer. Work Training
. ', Program, consrderably more than the $110 per week paid to-high
- school students. As in any group, some workers fit well into the
»  Unitas structure and othefs did not, fegardless of their salaries. We
_wnnot, therefore, attribute differences in participation to differences

in subsequentorewards for labor. The zealousness with which many -~ .

of the ‘teens and other workers devote themselves t¢’ Unitas helps ¢
exp{arn Unitas’ ability to ruh year after year on a shoestring budget.

Three related questions might well-be asked here. First,” why do
some teenagers succeed~in Whitas while others do not? ‘What
jlaliti'es characterize inner=circle workers and up-and-coming teen

orkers, distinguishing them from marginal teen workers and teens

- who have been asked to leave the program" Second, what ‘is. it
about Unitas, the teens, or both, which fosters the hard work and~ '
devotion which we observe, and without which the program could
y _'not continue? ‘And third, what is the process of moving from up-’
and-coming teen status to -inner-circle status? Each of these -
questions concerns the maintenance of the hierarchy of workers in
_Unitas and it is this to'which we now turn our attention.

Unitas offers teenagers friendships .and the skills necessary to
develop. and keep them. When we asked teenage workers to tell the:
story of how they first . came to Unitas, several themes emerged.

. Some marginal youth workers, those assigned to Unitas by the
. Youth Employment Program to work for the- ‘summer, -weré not -
_personally motivated- to join Unltas They came to Unpitas.as a gob
only in a few instances reportrng that they found t_l_re ‘wor
. sat isfying. None of the teenagers in this .category- stay.cd in Unltas .
E d_the. summer. Other margmal teenagers, those with longer .
_hrstones in” Unitas and greater commitment. %o ‘the program were:
. often” attracted for reasons -having little to 'do - with ‘the primary - .
' "'substance of the program. Peter,; or example, entered Unitas four
.7 yéars ‘ago,- when he was twelve’ years old. He has been coming
~+ ~regularly - ever srnce, participating in’ both the winter and summer
. programs. He is' now an unc,le in ‘Richard’s family. This-is
's1gnrficant because first, Peter ‘is old enough to: be a Unrtas father - .
"(the minimum age for symbolic parenthood is fifteen; Peter is now
“sixteen) and second, he entered Unitas at the 'same time as or even
earlier than other teenagers who have since . moved into symbolrc
: parent roles.  Peter responds to the questrons,,,“What was your first
- experience with Unitas? What attracted you to Unitas?”’ as follows:

~
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-George and Rlchard told me about it, They told me .
that there would be.a lot of sports and other’ stuff, .
that I would have to go through routlSIes, ‘like meet- .
ings, that there would be a lot of gids. So 1 §ald e
"All right! Lgt me go!”’ Thit was enough ' -

;. When asked why he stuck wrth it, Peter responds
' ”Because of the glrls and the Sports no,

)

Peter, hOWever, does feel connected to other teenagers in Unltas
- especially‘®o Jimmy, a boy from the block: where he ‘lives whom. he
- knew before he came l'nto the program. Unlike inner-circle workers,
~who talk of- ‘how ‘they slowly developed frlendshrps with other
teenagers. whorq, they met in Unitas, Peter has a hard tilne distin-
g “gulshlng one fnendshlp thin Unitas. from another, claiming that -
- the teenagers are *‘all the' same, all my fnends,” with ther exceptlon
of Jimmy, whom he names-as a closer frlend N
Unitas has been’ mﬂuentlal in Peter’s life,’ however, apart from .
provrdrng him with’ sports and girls. In talklng of a problem that he
“and Jimmy. were havrng he’ says that N / o '

: f‘_ . Wantalked about it 1 wouldn’t ha,ve done it if it
: " weren’t for Unitas. Usually if a friend does some- -
thing agz‘-lst you, you strike him out.and put. hlm;- :

«down as’an enemy, .but here we. learn to glvé a -
cL : second chance, to see hi$ point of wew : :

Peter did not llke Unitas at all when{re first came. He dldn’t llke
sitting on -the ‘floor drlon,the street, the meetings were boring and
“seemed. mtermrnable, the chlldren ‘were very hard- 1o handle. and,,
. . finally, he couldrr’t accept the Unitas style of. problem-solvrng whlch
a ',f*:rched on- talkmg rather than. dlrectly actlng, usually in physical"
-ways. Struggle is the, term Peter chooses to descnbc the tlme ‘he has

o spent in Unitas, especrally to solve ‘problems. . : -
oL “In_spite of his'seniority in Unitas .-- bothi in term¢" of age and the o
length of tlme involved ---“Peter ‘must: be classified as a marglnal

teen worker. He cares for only one child in his symbolic famlly, has
P created no strong bonds in Unitas with ‘other. teens, and has taken
_om no ‘responsibilities which mlght serve to create such’ connectlons
Perhaps at the base of this is his lack of commitment to’ Unitas. It

" is not slmply that Peter does not understand the Unitas- teachlngs

. His descrlptlon of the: change he has. experlenced in:his methods of
resolving conflict with his close fnend Jimmy illustrates that he has

. incorporated some of the program’s phllosophy It is,. rat'her. that

- he has not accepted Unitas as-a crucial part of his life, the nexus of -
his social activities and frlendshlps, the place where rhe feels most
connected and the most growth :

I3
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- Contrast Peter with Neil,"a black teenag.er two years older, now
. eighteen, who has. been in Unitas for. a" “little over’ one .year. Neil

'/ heard about Unitas from Juan whom he*knew. from the-high' school
-' where they ‘were both students. Neil does not, nor has heever, lived
in the South Bronx. He lives with hjs mother in the north central
, area of the Bronx, a residential section: that has, until recently, been
redommantly Jewish and Irish. ‘After bemg tgld about Unitas, and
pecially about Doc; numerous times, Neil: decided to see What the

i qxpenence would be like. What attracted him was not the recrea-
tional aspects of the program or the girls he would meet but the

relatlonshlps that - Juan had" descnbed Neil describes h|s first

) expenences with Unitas:

N
RS

L

.

!

H

ta

S was in awe. 1 had been thinking about working in*

a center Or somethifig to occupy my free time, but I
wanted it to be meanmgful somethmg ‘where I could
teach a kid or help the kid instead of just being an
instructor. and giye out equipment to a kid and say,

“‘Sign your name_and bring it back when you re
finished’’ or somethmg like that. I saw that there

were a lot of things happening here...by some of" the
ways things were set up with kids being.in families --
some df the peqple being considered mother§ and

" fathers and uncles and aunts. It shows a lot of re- .

sponsibility because of the way . thmgs were tdken, care
of, with a-.child considering. you as a fathér or-a
mother. There would be a; 1ot of.responsibi ities to

- that child and other . chlldren in ‘the family. You

- would have to be there with them. It was lEznre of a
_personal relationship to the kids. mstead of

' Besjde

eing Just
‘a ﬁgure of authonty

P

mg attracted by. the relatlonshlp t.hat he beheves he could
establish With" ‘the childreh, Neil describes ways in which he thought
his friendships” with other teenagers..could be deepened uHe also- -
= looked forward to sharmg the other teenageré’ dedlcat|9n~ :

1 guess I had only seen the other, teenagers playing -
basketball,. Just,seemg ‘them'in school orata frlend S ..
. house,-talking about sports or something. There was -
- more to them than just that, Not.the fact that there
was just more to'them but for thém to have the dedi- .
"cation to- being in. Unitas! That sxwhat I saw That, -
“_most of all, it would take a Tot’ of self-dedlcatlon

)I'ﬂ_

. ”Havmg establlshed that mner-crrcle workers are not d|stmgu|sh-

- able from other teen workers on the. basrs of age or length of time TR
mvolved in the. program, ‘we tum to other factors in. determmmg

RN

e

108

Coed2p o

‘ o .,.,'



ot .‘ B . : L

who wrll be successful in the program and who will not There are. -
- three: related features ‘which characterize - theé - most successful »
teenagers First, the1r perceptions of Unitas and their ded1catlon to
t‘he program and. its phrlosokﬁx second .the route by which they °
,entered the program; and-third, their. friendship network in-Unitas. .
Earlrer in this chapter we mentroned various appeals that Unitas-has -
held for teenagers and’ the differing degrees of commrtment that:
. followed. We 1nt1mated “that those who were mmally attracted to
.Unitas by ifs . phrlosopby were .more lrkely to rise in the h1erarchy
- This, -of course,” comes as no ‘surprisé. It stands to reason that:
accurate perceptions both of ‘the program-and their potential roles -
and- growth: within it . would lead teenagers ‘to successful * +~
- partrcrpatron In -thi$ respect, the Unitas™hierarchical structure is
based ‘more on the 1dent1ﬁcatlon of approprrate teenage partrclpants .
. than on' the creation.of them., : o
- This leads us to the second feature characterrzmg successful
teenagers related to 'the question: Do suécessful tegnage workers o
- come into Unitas in"a way different from more marginal workers”
There are various .routes -or social networks into Unitas: personal; ~
;.- contact, -therapeutic gontact ~and institutional- contact.” Personal
_ contact refers to those associations with Unitas’ that' originated in
) personal ties. with- Eismann: These ties are: often - institutionally
' . based;-‘such as when.a school - pr1nc1pal who knows of- Ersmann 'S
work r‘efers d teacher to Unitas,, Institutional contact. refers to
commumcatrons .based prrmarlly on 1nst1tutronal rather than .
personal relations. Included in this category are Eismann’s ‘contacts’
“with ¢ government agengcies whrch assign otherwise unknown’
. tegnagers to- work Although some teenagers were paid through in-
- st1tutrons swl'mas the Youth Employment Program, only - those .
'.-“-"‘ teenager:s “whose first' contact with Unitds was established . via- this - .
v routé are mcluded here. None of. the: teenagers assrgned in. thrs way
partlcrpate regularly in' Unitas, although two in thi§ category< now.’
. " both in- college, ‘have expressed interest in returning to work on a
s salaried basis during ' the" summer Therapeutrc contact ‘refers
to relationships -established* by’ ‘Eismann; psually directi¥\ bué -
-sometimes through a mentgl health worker, with a chtld or.: ..
" teenager? Only two mner-(:rrcle workérs, chhard arld Car,lo,s,;
_ entered Unitas in this manner. The other mner-crrcleoworkers“were'
.. brought into Unitas ‘initially by one of these ‘workers. The” pomt
" however, is tha workgs in'thie inner-circle; and- those in the process -~
- of bemg accepted into that group, entered and .are entering Umtas‘;‘
..~ 'only through one route, through therapeutrc contact.” . = - .
. Richard- has: ‘been in. ‘Unitas since .1967, when he was eight years '-\
" old. He was-a shy_ chlld by his own dest:r.lptlon -and did ‘not readily’
* - join in. the ‘street - garijes orl Fox_Streét. - -He: did, however, hang = "
.. ,' around the outsku'ts l.'lpzthe grbup He talks W1th some pleasure of

@
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" the- attentlon he recenved now and then from Elsmann and the art -

** therapist, The’ turning point came when Richard ' was' thirteen: He -

had just -been fired from a job at. a hardware storefand so had time -~

" .to'spare. Eismann-invited him to the local. community mental health - - o

: “center, - where he-met Mr. Paul, a teacher in a"local. school, who -

' .had: been workmg with Ersmann for several .years, Richard began

L to come" rcgu'larly, to lelp Mr. Paul wrth a group of. chlldren At :

'_‘the same tlme, in’ Rlchard’s wards, e T

BT “I also went over. to the settlement house Also Doc
-, and I ‘would it in. hrs car ‘and talk for hours, and
became- friends.. T_he process took about four years

Doc had to convmce me

Pl

o ',_Altlrough chhard often talks as lf he has ?)ent most of hJs life in .'"
. .Unitas, his real’ mvolvement in the prog

" according to’ his descnptron, whén he .reaches his early teens:.

Rxchard speaks of the: 1mportance of not only “Doc’ in his: life at

L that time, but. of Henry and Jose, then the best known, most powers. .
ful teenagers in Unitas. And, from_his earhest association with - -

o Umtas, Richard identifies only with those doing the therap or the . -
. helping - Mr. Paul, Doc, anﬂ later the older teenagers == than -with
-~ . those being helped. T _
" Carlos’ involvement in Unitas begms somewhat dlfferently, but is. -
~ also characterized by. initial reluctance Unlike Richard, Carlos was

- . specifically referred to- Umtas first by a téacher. and: later ‘by a

. guidance. counselor. Carlos is now 22 ‘years ‘old, working full-time -

‘. as a supermtendent ‘of a bulldmg, ‘but still finds time to. come to

- Unitas" wrth regularity. He tells the story of how he first became-
mvolved in Umtas . o ‘ .

: I used to not talk in school I used to be a qmet
- bpy. The teacher told. Doc about me. We three.sat
" down to meet. Doc invited e to ‘Unitas but I.didn’t
©go because, first, 1 didn’t know.what it was all’ about
, +and, second I-didn’t-go’ places So he found me in .
- ‘the park; in’ ‘school. He took ‘me to the mental health
Ver T center and T-said, “This’is a place for nutty. pedple.””
“ T saw kids and 1 said, “Now: 'm a nut, in a weird .
- . .-place!” We sat in- Doc’s~office and - talked, He fod .- .
- 'me to come back but I didn’t show up -again. A YA
,ui % couple of weeks later Doc came to my house and in- ... -
] ", vited me: again - -and 1 never showed up Thls went on- -~
A -for about a year\ o AR :

G Then, in. ]umor hrgh school I -was: a terrrble boy in
PR Y ___school attendance-wnse I was stlll qmet I drdn’t' '

.

am -only. truly begms,. o
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"+ stay in school. I'd 80, home. The gurdanee ‘counselor’
.told Doc about .me. Doc’ came to my. house to make - . -
a home visit, llke he does now. But-I still . wouldn’t e
g0 to.the mental health center. They were _going to
- -send me to a children’s home. Dog gave me a choice,
SR to 80 to school or ‘be. sent .away.

: Elsmann ‘talks of . sometlmes antlclpaung what would probably
~“happen to-a_child. He would present the child with the. cholces,
“though they were: not in the future but in the present, “thus: glvmg

L _ the child a clear sense of his optrons ‘while he ‘was still in a ‘position_ - '

to make decisions. .In Carlos’ case, the threat of being sent away. to -
" a children’s home was not imminent, but Eismann used’ this .to get

“him “‘on the right track” ‘before the threat became real. Carlos,

Tresponding to the clear ‘message dellvered by Ersmann deelded to -
return to school. He contmues : ) .

hE I would spend the mornmg in ‘school and the. after-

- * . noon-in the mental health center. Mr. Paul, a teacher,-' A

.. was tutoring me. My sister was in his class so'I knew
C “about him’. I was in eighth grade. at the time...Differ-

~ence now was that now it was my school. I thought -
I’d get marked absent if I.didn’t go. I graduated by
some mlracle' Doc arranged it.

: "lndeed ‘Eismann’ had arranged with the guldance counselor and a
~ . health teacher for Carlos to follow ‘the unorthodox route,"of -
“attending school in the mornmg only and to be marked present for
the day. Each afternoon Carlos would be tutored mdlvrdually by
Mr. Paul at the -community mental health center. Once Carlos
-graduated, he contlnued to gguto. Unitas, but he was no longer
“being tutored. Hc was in high )1 and,. by-his own account,’ had

good grades. In 1974, when he was in tenth grade, Carlos’ father -

- died, throwmg him into confusnon He decided to turn to, Elsmann
for help S . R RN . R R

I went to Doc and asked for a ]Ob Doc sard “Sure
but you've. got to be tested: You havé. to come tothe .
" “center to be’ interviewed by all the teenagers and if . )
-they" like you, you can ‘stay; and -if ‘they don’t...Oh "
well.” I had to go through-an initiation,: that’s what = . .
‘we call it now. I sajd, “Thls program is not all- that
“bad,”” so" T declded to: try it. I went. to' the initiation -
- - at the center.. They asked me all sorts: of' questions. I
~talked about school, where I'm from. Doc said I'd L
-have:to“work for a month first as a volunteer before:
‘1 could get pald I came on Thursday afternoon to
. St. Athanaslus o :
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* . Carlos voluntgered for :
regularly as well as’spending time at the: community-mental health. -
“center, talking with other teens, working in the wood -workshop that

- Efsmann had established in an empty basément office. > '

Both Carlos and Richard speak of their early resistance to' Unitas
and their: gradial seduction ‘into- the program. In.return for their
- perseverance they met people, :learned ‘social skills they had lacked
" ahd, for the first time, started to feel like a part of something. In .

" Carlos’ words, i I IS . '

I stuck with it becausethere. were a lot of new" people .
1 wag'not so alone. Old teenagers-—-Henry and Jose--
v were gone; and I knew Richard. He was the only
. person I really felt comfortable with. Everybody was -
nervous ’cause there were new people. In the summer
1 became a worker. I felt like an old-timer. The pro- - -
+ gram became part of me because I grew up with it
> " - and it helped me. And then I said, “If it helped me
-a-fittle then. maybe 1 can do the same -for the kids
that ate in the same position that I was.” So I said,
. “Okay, I'll stick with it and I'll help the kids in
Unitas.” . I guess that’s what made me so ‘much a -
_part-.of Unitas. Doc became a big part of my life,
“made a big différence. At home, nothing was, stable
" for me. ‘ Sy .

.. Richay reiterates Carlos® feelings -of alienation before he became
involved in. Unitas. He speaks of how, on Fox Street, where he
" lived at the time, o e . S
. ...everybodyj_wa;s involved ui their own thing. There
. were different little groups. Doc brought the groups
together. The block- was brought together. We were
“all there together for. the purpose of seeing ‘Doc-and
the art therapist and Ted, one of .the teen workers.
~We all joked around together and talked. - . v’

s

~.workers to have entered Unitas. Each describes the attraction, of
-*_Unitas in personal and emotiopal-terms, pointing to the important
* role Eismann played in drawing him into the program. Both .also
- name Henry and Jose, earlier. innerircle teens, though in different -
" ways. Carlos speaks ‘of how, by the time he became involved as'a

a time, attendi.hg' the "I_,‘_huréda')z circles - -

" RicHard and Carlos ‘were the first of the current ‘inner<circle.. - -

.tecn‘agel‘, .Henry and Jose were no, longer in the program, thereby - - '

- .'_lcs'sc_ning his ah);iétjabdut.b_eing-_a newcomer..Rigliard, on the other.
- hand, names Henry and Jose, along: with Eismann, as the ‘people .

. who had beep ‘most important to -him in -his early days.in Unitas. . '

Though neither ‘Carlas mor Richard was brought ‘into. Unitas’ by

* -
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v these older’ teens they were clearly mﬂuentral Thrs trend of older .
. workers affecting younger teens continues. .
"~ Perhaps the >best place to observe the. influence of the more '
" experienced. workers ‘is in the area of recruitment and support\of '
new teen workers. Carlos was directly responsible for bringing three

“other teenagers, who eventually became inner-circle workers, into E

. Unitas. But not all introductions lead to the. krnds of commitment

_ that_the inner-circle workers express. about _Unitas.’ The personal .

- network provided the route for teenagers into Unitas but it was not

. .sufficient to keep them there. Once acquamted with' the ‘program,
- these ‘workers unanrmously describe the personal need the program-.

~ filled.. -

George has tbeen in Unrtas srnce. 1974 when me ‘was sixteen. In

~ 1979 he went to college, with plans to. study: psyohology When
askéd ‘to descrlbe his flrst experrences wrth Unrtas, George '
'responds

T was rnvnted by Carlos and hrs brothers (two of
Carlos’ brothers were involvéd in Unitas for- -a time

but dropped out) but what . really attracted me was

the new experrence It was something new, in terms

of meetlng with.& group of teenagers my age, a little +
older, just to experience sitting together and just -

" talking and relatrng to each other without getting
into fights or arguments even though people disagree - . .
.with each other. There was an openness. There was -
a chance for everyone to. say what they felt like'

- saying. It was a shocklng experience, it was something
that was very new...in ‘terms of just bemg yourself

* Natural. Not havrng to put up'a front oran image.

" The sharrng of a closeness wrth the people: who are
there ) .

_ Juan too, speaks of how he felt he <could get something he .
" ‘needed “‘because of the different aspects of my personalrty at that
. time.” ‘Juan describes himself as “shy and not too sure of myself’’-
- -a description that his inner-circle friends often give of themselves.
Before. he went to Unitas, Juan spoke -at length w1th ‘Carlos’
brother about what the program would offer him:

. One of the things that he sald was,that if you came _ / .

and you became a parent, or just a member, . the en- .
_ tire group would help-you get over any problems or
- any hangups you have. And anytime you needed any
help or something, there would always be someone
there to help: you. There was something there that I
-needed and I knew that if I ‘stuck around laong

.- enough I was gonna get that




- Two promlnent the es run through the self-portraxts of inner-
" circle members. First, they.tended to:be shy and somewhat alienated
_teenagers when they heard about Unitas from one gf more friends
" . already involved: in and committed to-the program. Second, by the *
time each worker had decided to-participate in Umtas seriously, he
had detérmined-that he Had a personal need that the program-could
* fulfill. ‘Usually he articulates this as a need fow friendship w1th other
people who will. llsten oanngly to hrs feellngs and offer help wrth
his problems. =~ * ',
- We asked the teenagers to compare the way they wer‘e wllen they
first came to Unitas- to ‘the way they are now. The contrasts
between the inner-circle workers’ answers and the marginal '
' teenagers answers point to subtle lessons learned by more
" experienced andvcommltted workers, and not yet by others
 George’s serious humor epitomizes the sentlments of all the inner- "
circle warkers. In a high-pitched. soft voice he  Says. “shy and weak’’
to characterize his pre-Unrtas self. He follows this with a deep
,resoundmg half-sung ‘‘macho man.’’ Richard, hearrng George’s’
* . characterization, adds, ‘“That speaks for all of us.’ S
George expounds on his first brief descrrpt.ron SN

/s

. -That was it .for us coming into -a place very. shy,
- scared, being not even aware of anyone else, and
. being very touchy. As you notrce, now I'm outgoing, -
‘'speak up, aggressive and very charmrng' I can-get

my point across. If I see somethrng that I want I can . -

now strive for it. It was an asset in hélping me relate -
to people and gave me a clearer, ‘understanding of

- myself and:other people which made it a lot easier.

"~ . 1 use mostly the skills of . just lrstenrng and empa-
thizing and trying to relate to people and I under:
stand where they’re coming from or how they feel
and whatever it-is that I want in terms of making a

_ relatlonshrp. ln/érms of talking, touchrng It’s

: slmpler now, . eas|er for me to do th|s

Richard, an dc owledged leader of Unltas, has on numer
occasrons, led th/e/‘?l[‘nursday extended family circle meetrngs and the
symbolic parents meeting which lmmedrately follows.  During the’

_summer of: 1/979 .he held the position of Crew Chief of most of the .
~ teenagers assigned to Unitas. In 1980 he was selected by Eismann
and Stekas, with other mner-crrcle workers, to. become trainers of -
- other teens and Unitas ‘workers. ‘It is-all the more surprising, -
 therefore, to-hear chhard descrlbe h|s past self in . the following . ¢
way: L e _ g
S l was shy, not certain about th|ngs, not a leader but
/ R ‘a follower, dependent Now I'ma little overexagger-’
114 0




L -ated a httle overbeanng, too aggresswe sometxmes _
g ,lcanseemyselfasaleader if need be, I hate being = -
- . a follower. I'm more dependent -on myself ‘Let me
. deal 'with things myself.. Even' in my growth in
-.Unitas;T was dependent on Doc Henry and Jose
' There was always someone ther@ : l

: -;_:The enjoyment “that chhard clearly. gets from bemg mdependent '

.- and a: ledder dllows. us to’ speculate -about the fact that none of the

N ‘people he has brought rnto Umtas ‘have become mner-crrcle
" .workers. As potential ‘usurpers of hxs power, they perhaps threaten-_

. his'position of leadership. : .
‘Othet teenagers, not in the lnﬂuentlal ‘core group, respond_' C

similarly when asked to describe personal changes that they. have -
experienced since entermg Unitas. Most. of the teenagers pornt to .

) '_how they have learned to get along better with other ‘people since -
* joining Unitas.’ Tom, now 15 and in. Unitas for tWo years, descnbes s

" changes he percelves in hlmself R S *

I used to be very shy. I didn’t’ like to talk -to any- :
" body. The way I .used to. deal with a problem = I .
- “wouldn’t talk about it.. I’'m.not - shy -any more. Some-
~ times I might. be shy, .but not. as’ much as 1 used to-
' be..lt ‘helped. me out:of it. I can cope with people”
R better. I never ‘could cope with people. older than ‘me -
. - .. or-younger than me. I couldn’t stand kids younger .:@
.+ than me, but now that s everythxng, every httle kld T
o+ cmexttome - ..o w0 Tyt ¥

' '*Gatnrng self-conf' dence is expressed by many of the teenagers,

- whatever theit status in the program, as a positive aspect. of being .

in Unitas, whether in relatrons with thelr peers, older teenagers or.
- young children. . - - .

4 ‘Unitas- has also helped teenagers. ‘to adjust to Amerrcan ht‘e, a
*function never explicitly addressed -either - by Eismann. or by the
"innerccircle workers. Peter, initially attractéd by the. sports and
girls, - describes what it was.like for him coming to New York with
his parents and siblings- from Puerto Rico when he was. slx years old

- and the changes he has slnce experlenced L

I came . from Puerto Rico in . 1970. l was knnd of. E
¢young and got used to the Bronx the way it was. - .

The first day I came to school, I hgd a fight. At thai

time it was the Buerto Ricans agaijst the blacks and

the whites. That’s the way it felt agjthat time. When

I came over here and I started getting older, at first

this guy that was black said, “Do you wanna come?”’
"1 said, *‘Oh, sh-- ” He was telllng me thlS' Other_
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‘%lacks asked me at tl’te tune and 1L started getting used -+
them and then I got -along*‘thh them, Black, white; "
.-+ brown, whatever color 1 dori’t care i if they were pur- -
* .+ 'ple! Not all blacks were enemxes, but ‘mostly all.
' ‘When I first ‘came here I ‘went into. s¢hool and this -
“kid- banged me over the shead with a ruler and then”
- started laughing. And 1 started- talking Spanish. The 3
dude would be snapping and I didn’t know what he’
- was saying. Then this other kid that-was Puerto '
' Rican translated to Spanish. I picked up a book and
s pped him over the head ang we started fighting. ...
' ore I didn’t use thought so much’ I think about
it now, 1 g0 to somebody:- else and think things out -
and talk things out. If-it still don’t work; I try’
talking to him .again. I- usually try, 1t three trmés :
lf that don t work Igo back to the old way.

X

&
Although the lessons of Umtas - of talkmg things out: to resolve

proble

and. havmg self-confidence to speak your mind -- have ~

~ been well earned, most teenages (not inner-circle workers) agree . -

with Pel'q.that if you can’t get your point across, the  final,
preferred solution is fightmg Talking with an adversary or a friend .
is ‘one way to win an argument but fighting is still viewed as a’
-legitimate approach to follow. In this regard, inner<circle. workers’

. _.do not :speak of fighting- as a legitimate resolution of confhct, :

, 'although all of them have been involved in physical fights. -

The fnendshrp networks’ that the teenagers maintain are.
partrcularly 1mportant in understandmg both the degree of .
commitmeént of the workers and the maintenance of their ties-to "~
. Umtas and, through Unitas, to one another. Inner-circle workers
~Tiame one another .as their closest friends. More marginal. teenagers .
clalrn that. their friends come pnmanly from school, play and the’

“street. Inner-circle workers spend - much - of ‘their non-Unitas trme.v -
visiting: with- other innerircle workers. Other teenagers - do not. -

- This fact may heK account for difficulties the less. experienced, less

".involved teens may have in resolvmg conflicts with their friends and - ..
acquaintances, that is, people, we may .assume, who have.not' had'_-_ -

‘the benefit of Unitas training in personal relations. _ .
Eismann has encouraged closeness among the mner-crrcle workers :

- by inviting them to hiis' country house. The purpose of- this house, -

according to- Elsmann, is to-reward teenagers who have been doing

. a partlcularly ‘admirable job in Unitas. This usually includes the .

inner-circle workers, with the exception of Terry, the only female in" - -
; this group, who has never been to- visit. Other teenagers who. we ‘have . -
' . classified as up-and-commg ‘in. the hierarchy, have also, received

) invitations to the house for a weekend ‘which they eagerly accept.
The vrsxts, from the descnptlon of these workers, sometxmes take

. L . , L
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.on the atmosphere of summit talks. Several of these core workers_'
proudly say that they often act as adv1sers to Eismann, keeping him
.informed of the needs of Unitas. teenage workers and children.
The.male orientation o}” Unitas j js again’ apparent in these visits to
Ersmann-s lake ‘house. Although. Stekas could theoretically.
accompdny a group of teenage girls on a spec1a1 trip, she does not. .

share Eismann’s “‘after hours”’ commltment to the Unitas program = -
" or workers. The teenage girls are well aware of how they have been '

_slighted in the past and it-is thrs. dissatisfaction that led to the',
formation of a female therapy and- support group.
- In 1979, a number: of the more: experienced- youth began college ,
-studies and- faced-a host of personal ‘problems unknown to them
‘previously. One by one, they began to turn to Lynn Stekas to talk
.about their concerns until she décided to bring these teenagers
together to discuss their. shared problems. A- college support group
emerged, made up of half a dozen young men either in college or
. about to_enter. They decided to restrict participation in their weekly - -
~ grpup to males, with the group to be led by Stekas. Meanwhile,

the young women of Unitas -- the. teenage girls in college or with

college aspigations -- decided, also encouraged by Stekas, to form a
+ agroup of #heir own, which also ‘would meet once a week with
Stekas. Until that time, these teenage girls had met. only informally,
as friends, without a structured place wrthm Umtas equlvalent to:
the male support group.-

In surfMation,®a number of factors serve to dlstmgulsh more
involved, influential workers in Unitas from Jless committed, less
-, powerful teenagers. Inner-circle workers ara. Aot necessarily older

" than other ‘workers, nor have they ’necessargl%' ‘spent ‘more time in

Unitas. They do,: how'ever, invest more of their time in Unitas, .

attendmg and running megtings, supervising other teens-and simply
_maintaining teir own frie dships. Thesd frrendshlps tend to involve

other inner-circle workers, thus reinforcing - the excluslvrty of this
group. : : .

- Related to this, 1nner-c1rcle teens, the .backbone of the Unitas

structure, are firmly committed to and ‘have incorporated ‘well the.
" Unitas credo in ways that the less committed teenagers have not. In
doing. this, they have also learned therapeutic skills -in randling -

children- and dealing with interpersonal problems. Such -eXpertise

may well account for the popularity they enjoy among the children,. -

who are more attracted to their symbolic famlly groupmgs than to
those of less experrenced teenagers. = ¥
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W CoNCLUSIONS

'l'he theorepcal and orgamzatxonal underpmmngs of the Umtas

‘ "“'I'herapeutlc‘mmty provide .a basis for. the discussion of zo

 key:issues: the “‘success”” of Unitas as a mental health program d

v the feasrbrhty and desirability of replicating. such a program..

. - success is measured in terms. of desrred ‘psychological change mi
E _th ildren as the result of@artnﬁpatron in Uflitas,"then ‘at présent -

" we lack the data necessary to -arrive at a oonclusron “The questlon_ g
--of improvernent in the mental health status of the children can only .

oriented "psycho ometric studies. This "was not' our purpose: in

' be answered by -the ' results of. carefully designed; experimppally

_oondnctmg theypresent. mvestlganon of *Unitas. Our purpose was {o-'

S explore ‘and clanfy systematlcally ‘the institutional structure. value

system and ‘social ‘processes - unbedded in Unitas. Therefore, what we

" ‘remain on the 1 of a hypothesis. We shall argue presently that

‘propose’ reggrdw%psychologxeal change. among the children must
1

the ‘children in:
- direction postulat the program. : v

nitas are likely fo. change psychologlcally m the -

' We must insist, h ever, that the success of a program such as
. 'Unitas is not exclusively a _matter of bringing about psychologlcal‘v :

- change ipthe children. Such change.is but one measure of success. -

-.-Thus, if succéss is measured by the oonsrstency of purpose and the -

~congruence between the theoretical model and the social structure,
.. then, Unitas js, indeed, successful. This monograph is replete with
* data demonstrating.the close relationship between the theoretical or - -

ideal model(s) of a therapeutnc ‘community which gmded the

creation of Unitas as a tangible social' orgamzation The structures - .
~which it creates are planned mstillmg social processes ;hat are also,'

| ~"'planned. - s

. As a structure, Umtas provrdes its’ ' participants” w:th safe«and '
. _carefully organized after-schgol and summer aotivxties. The value of.
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this functlon should not be taken hghtly when we- consrder that
-Unitas does its work in the South Bronx; an area which has come -
“to symbolize urban decay in the United States. It is an area lacking -
, in parks, - playgrounds, - planned recreational. and educational :
. programs fot children. Unltas comblnauon of psychotherapeuuc _
and recreational activities offers children a set of partlcrpatory e
expenences as an alternative to the street. R
The alternative it offers chlldren is also relevant. to an evaluation- - _
of the organization’s suecess. To Jom ‘Unitas ‘means to be integrated R
into_a purposéfully constructed network of social relatrons
enmeshmg e children, the’ ‘teenagers serving -as ‘symbolic parents
"and theraplsts, the progran;l ’s director and the adminjstrator, and .
“'the other. participants. ' The network has been pleced together by
.. design to bond each _person to another person ‘in‘the interest of *-
- intimate and nurturent relations. In turn the interactions of persons
in the network are guided by the therapeutrc goal of mutual help; a
. goal which has been instilled and is repeatedly reinforced through
the incessant teachlngs of the program ’s creator.and director, and is
- pérpetuated and- glven face-to-face meaning. by the therapeutlcally_-
trained teenagers semng as symbolic parents. . -
" A point should be emphasized ‘which our data repeatedly
confirm: the symbplic parents maintain . contact with the children
~away from Unitas, and retain the forms of the therapeutic and
parenting 1nteractlons with the children- that they have learned at
Unitas. This process is ﬁacrlrtated -- indeed, it is made possible -- by\
" the fact that the symbolic parents ‘and children live near each other
" in the same neighborhoods. Thus, the network of social relations
“created at the. very core of Unitas” officral activities functions away = .~
from Unitas in the nearby nelghborhoods .of the ‘South Bronx, at
_ whatever time of the day or night the children and symbolic parents
- ‘meet. The client in need of help does not separate himself or-herself
-from the source of help located inside the four walls of a clinic. A-
product of -Unitas’, efforts is that help-giving extends to the.
- periphery of. the network 1n the famrllar settlngs of the chlldren S .
netghborhoods : S
Geographlcally larger than the slte of the officral Umtas and L
active -at. all’ ‘hours, the network exposes ‘the - pamclpants"to a. .
coherently planned - set .of opportunmes for sdcialization.~ At -the
heart of the socialization .experience are a set of ‘cultural values‘ “
symbohcally expressed through' the: repeated rituals of meetmgs,
“:such as the breaking of the bread and the feeding. of the children. :
_ The values focus upon desn'ed behavror At Unitas it is, ‘good” to- ..
., share and to help others ‘in -time of need; it is good to be -
“disciplined; it is: ‘good to be polite; it is good to'be self-controfled
and not resort to physrcal violence; it ls‘good to be responslb'ﬁ:, and
.. ,so on, through an array of desrred behawor. Obwously, Umtas does

*
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not create such values Rather it selects them- from ‘the- broader .
- culturdl context, . giving, partlcular ‘emphasis to those’ values
pertaining to the -form content and nuances of interpersonal
relations; therefore, they are values hkely to have psychothera-
*. peutic: meanmg Through repetition the. values come .to be
assocrated with the symbol of ‘human unity which is Unitas. The
- associations formed, the values are.then lmked to* therapeutrcal]y
__-relevant skills and procedures whlch trace to the writings of Alfred .
Adler and Maxwell Jones and to modern .concepts of . family
' therapy If Unitas can make one claim to uniqueness it IS that all of -
. thig is imbeddéd in an outreach. psychotherapedtlc program whose -
"' core organizing pnncrple is the symbolic nuclear and extended
',famlly Ironically, the fiction of such symbolic families is: what .
gives reallty to the values and skllls formmg part of the
: soclahzatron process. . v
“Two additional observatlons should e made. The first related to .
therapy Without placing exphclt intellectual or |deolog|cal emphasns '
upon issues of ‘cultural and ethnic: identity, Unitas employs workers
o who are from similar backgrounds and who .share the same. stoops,
", _ gutters,~schools, and -friends: Children perceive role models from
’ their own. communlty The ‘teenagers and -workers: speak Spanish
. w1th children” and families, translating the concepts‘tand techniques
they have been taught/into the idiom of the people. It is important
“to note in ‘this regard, however that sharing the same culture and
language does not of itself i msure a successful tommunity outreach
" effort. Eismann was unsuccessml in. his ‘earlier 'work at a Bronx
- - community ‘merftal heaith center with' commumty paraprofessronals
More -recently, on four separate occasions. in four years, Unitas.
-attempted to form mothers’ groups to discuss issues brought up. by .
*the mothers- themselYes Despite the fact that Spanish-speéaking para- -
professronals were. used to récruit. the mothers and babysrttlng
. services were, -offered, no more than two or -three mothers in an
. entrre school expressed an interest in thesg groups. Commonality of °
culture and language is no substitute for the. dlfflcult task of dally-
~work at the grassroots level of urbam dife=in the interest of
* devéloping stable networks to serve the predlsposmons and needs of
~ the participants. . . W
_The second observation is that Umtas combmes treatment and
preventron in ‘addressing the needs of dlsturbed and normaj chlldren
by stressing the values of human lnterdependence and_reclproclty
In order to teach help-glvmg skills, teenagers are glven help. The
training of the teenagers is itself’ treatment,- tappmg into, personal
- and family expenence for the purpose of better understandmg the
children. Confidence is gamed from mastery “of - new ‘skills and
‘knowledge. The outlodk upon' famlly life. which is. ‘developed
- becomes: part of a process of ant|c|patory soclahzantm into future

-
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roles as parents. 'l'he outlook is opumxstrcally based upon the value :
" of lmlnan betngs .caring-for each other*and of - how m:sunder- -". T
standmgs can “be resolved through-open, “verbal ‘commiunication - °.’
“.rather  than- through physical violence." Eventually, -the “patrents" L
hecome ~““therapists.”’” Unitas does’ ‘ot foster the continuing
. dependence ‘of the: children upon _the - teenagers or the teenagers -
. .upon the. program’ s director., As the hfe-cycle changes and the ..
socrahzatlon process conttnues,c natural leaders emerge from the
- . teenage group, form . the. core group, and ‘begin 10 take on.
* autonomous leadership functrons : -
Thus,-the consfl'uctron of a far-reaching ne)ghborhood network ‘\
4

£

. patterned- accordmg “tQ, concepts of symbohc famrhes, provides a \.’~
- vehicle for socialization expenences relevant to values and.
.. therapeutic - skills. And, even though.the children and: teenagers
drawn into. Unitas are ‘probably. those hkely to be congemal to the
{- program, we believe the .desired psychologlcal' -change in’ chrldren ‘
- does occur. Why" To be a part of the. Unitas network ‘is to be ‘
govemed by a hrghly active system of sanctions which rewards the
. valued behavror and the mastery of skills ‘while discouraging unde-
" sirable’ conduct. External pressures af this kind are.likely to’.make.
the wrthdraWn chrld more sociable; the. actmg—ou.t .child more ;. - -
serene, and hkély, too, to instill control and restra mto chrldren
.given tonbuar%e behavror The hypothests 1k the desired” - .
psychologlcal changé occurs is more than just: plaus:ble because it is- ; Lo
‘based ipon :an: esseptially credible ‘theory’ of ‘the type of social %
" system hkely 0 rrifluence psychologlcal functioning:- We ‘are not in
_the' realm- of hypothesis, however, in’ pomt'ing to ‘the fact that’
Umtas as a,sdcial system* tanglbl'y rephcates prevailing views of am .
-+ effective’ therapeut;rc. commumty, offers- chrldren an alternative to ‘
the streets of -the South Bronx; mtegrates the chrldren into g wide- .- g
.ranging. supportive networ,k, “and of rs “them’ soclahiatxon 1
' opportumtres for.the development of f{m onalJ skills and values. % f
Jn discussing the problem of. rephcaﬁilrtfv ‘we are faced with two’ !
questlons -First, :are attempts at rephcatrhg Unitds worthwhile? '
" And, second, is. it possible to’ rephcate Unitas?- The answer to .the |
< first questton alréady has ‘been foreshadowed throughout this ', ,U
' manuscnpt in what has been an essentlally favorable ﬁaccoumao-f the . g

i

T

program Yes, attempts-at - rephcatmg Upitas 'are worthwhilg. The
~answer is based" upon the autho:s values W rch cofncrde ‘with the -
objecuves of the program, ‘and upen: .t program ’s success .
-r-u-accordmg tQ the terms of _discussion: Jus ' pr . While we :
Pclleve stronger. effgrts should; be made. to i orporate thé -partici- "~
pation afd leadersh’l‘p of gxrls and women, 1nfoht e program, and at, i

may be drlutmg its pnmary group charact ) the mterest of ' '.,‘
bureaucg;u#procedures, ‘the program as-a wh ents applause

. .
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lts WOrthmess i§: ag;entuated by the context in whlch lt fuhctlons,
the South- Bronx, an -area- Wthh is so barren of the organlzatlonal
_ ll'feand ‘amenities cuStomary tgr the lives of middleclass children.
L The consrderatlon of the:secbnd questlon, l}e repllcablhty of

Umtas, must begm wnh the' ) ogram The program has

+1, 1979 to May 30,1980, - 4 )
_Thls figure: mcl es-chitldreny. {

. s

.one or mare- ‘0 the followlng the. tutormg program, ‘art groups
- 'lndrvﬁlual therapy, the‘Umtas,crrcle, therapeutrc play BrOYRs, group
therapy for teenagers, famtly thérapy and" famlly worK. The’ togal
budget for that year ‘was $88, 900, yielding a pér capita treatmerfit
‘cost of $215 If, to the total budget we add contributions in goods
. and'services of $47,782," ‘the per: ca.plta figure climbs to $331.
. Unt"or\c&ately, we lack - comparable data for prbgrams srmllar to
- Unitas. However, if we turn to the costs“6f.a program aimed, as is
, Unltas, toward the. malntenance of chlldren within_their blologlcal
o ‘w famllles in their own communities, we find that Unitas’ costs are,
usmg the most..conservative figures,. one fourth of those normally
expected Thus, in’ 1976, the Child Welfare League ‘of America
‘determined that the cost of provrdlng a preventive service for one.
Chlld for one year was ‘approximately '$1,200,. as compared to the -
‘nearly $6,600 annual costs of malntalnlng a child in foster care.!* i
Unlike other mental health ' agencres, Unitas has not directed its’ ¢
ltmlted funtls: toward the hiringsE igRly trained - mental Health
personnel ll“rom its . mceptlo Bulhgs has been a grassroots
_ " movement based upon the s digbilization and training - of
/ ‘teenagers - to serve as’ theraplsts ar FSymbolic. parents. ‘It did not
.. emerge as a bureaucratic response to a set of federal prescrlp\ons
or fundrng opportunltles relevant to mental health On the contrary,

v ln 1979- I980 these mcluded contrlbutlons from St Athanasnus of space (56000 .
° per year).’ the Youth ‘Employment Program which supported lZ ‘Unitas workers . |
+ (18,900 per’ year) 1he .Ufban Corps which supported 12 workers (810,300 per ycar),
'_ > the Natlonal lnstltute of Mental Health. which provided. stipends to threc- MSV\U
students (§9‘000 each. year). and teenagers who volunteered II94 hours of their’ tlme
g work at Umtas ‘(at 53 ‘per; hpur .83 582) - e . .-°~ '.

: "'Jones. Mary Ann er’al; '1975. 4_ ‘Second: Chance for Famllles. Research‘Cente 6.
Chtld Welfare League ‘of Amerlca. ‘Inc* Such comparisons shouild, tdeally. consrder T
l'actors which ' would bear, directiy oh a garﬂ\tl determination, 'of " costs ‘and their
eomparabtllty. tncludmg ‘ovethead, length and Type of. treatment offened ‘the makeup:

Fthea patrent pOpuIatlon. ‘and’ personnel costs.  For: etxarpple we cannot: provide a .
per farmly cost for: Unitas since family- therapy is only- one-con'rponent of the largef "
| treatment program :not budgetarily separable’ from -other therapy components. Most.
reventive (programs. directed. “wards «children * viéw the- ’6|olog1cal -family and nat
“the chlldren :as "cases, - whereas Unltas corisiders - chlldrcn :as_casegy Thus,.not only, ..
must we examme overall operetmg costs;of the program but the Ways in which these -
_costs: are detcnmned and aIIocated R -
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'Ersmann had to dlsconnect h1mself from the commumty menfal-‘.‘
health center where he worked and turn-to: the streets of the South -
Bronx to piece together step-by-uncertain-step | thc social relatrons
among teenagers which would eventually culmlnate in Umtas He
. capltahzed upon the human resources “of - the South Bronx' by
. forming ‘friendships,. nurtunng and training the- teenagers who came
."to Unitas, some- first as children, others as 'teenagers.. Curiously, it
is Unitas’ innovative. use of already existing human resources at-the
. neighborhood grassroot level which-enables it to operdte on such a
low budget. The .innovative use of such reSources, therefore,
accounts for its: low budget and at-the same time defnes the -
" essential character of Unltas as a therapeutlc orgamzatlon Both are .
. inextricably intertwined. = " - i L
Unltas comparatxvely low budget ought not to 1nV1te the
concluslon that it is easlly replicable: To the contrary, Unitas
.attalns a low ‘budget,as a result of a complicated prlmary group;
process at . the nerghborhood grasstoot level aimed at socially
mobilizing ‘teenagers into the joint roles of theraprst and symbolic
parent, The issue?of replicability must be seen in relatlon to such.‘a
proceg Before. wé continue to examine. this point, however, two
obsegyations are’in order. First, we must stress that Unitas cannot
be reduced to a “hoW to do it’* manual, complete with step-by-step
mstructlons for edsy replication. Thrs observation is.in need of:
'emphasls because of the.current. penchant - for slmphstlc,
programmatic recipes or pl"escnptlons addressing complex mental
_ health needs.- Secondly, ‘the feasibility. of replicating’ the Unitas
program, wholly or in part )presents a.difficult problem. which must :
be ‘considered as logically separate frofn that of the value of
- attemptlng such a rephcatlon In .fact, no easy answér can be given
' to .the" issue of rephcatlon because the questlon presupposes’ more
“‘than wé now know,about’the circumstances susrounding 'future
* efforts at replicatjon. We cannot d$count Unitas’ patticular hlstory :
" ‘'within  a specrﬁc social ‘and culturai \context .directed and managed
’“Uy partrcular personnel +But We would need to’ consider, too, the
“goals of rephcatron, thethmext in. whichr replication would. take
\place, the personnel who «would develop and run the program, the =
“clientéle they would- serve *and . other - structural variables which
might affect program establishment and success. Such factors. ‘would
need to. be carefully exammed before rephcatlon could be'
.accomphshed , .
.. We .shall. proceed on’ the assumptlon hOWever, ‘that .it .i§
3 1nstruct|vé"‘lo speculate upon' the degree to ‘which the Unitas -
organlzatlonal structure can' be reproduced; provided that specific
amenable circumstances are present Our speculatlons will be based
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“upon the concept of bureaucracy. If a program or orgamzatron isoet

"~h1ghly bureaucratrzed by deﬁmtron, 1t wrll contam an exphcrt
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; ' hlerarchlcal structure complete W|th ‘the rlghts and obllgatlons of a

¥ . circumscribed set ‘of status; roles. Max Weber descrlbes the. purest""".-

- type of bureaucratlc truq-ture as, functioning ‘under one- “supreme

. ‘. chief of the grganizationl whose “authorlty’ pertains to-a sphere of :

lega] competence’ i Th' management of a-bureaucracy. is based, S

Jurlsdlctlgnal areas ansthe administrative tules by whlch .they ‘are

-on written-'documents which set -forth the fixed, official' -

-.regulgted.? The bureaucratic admijnistrative staff member. ist
appo|nted and functlons accordlng to criteria which stress thé tech-'

mcal qqallflcatlons necessary to perform satisfactarily within a .«

pos|t|on or a. ‘'sphere of competence” clearly defined and h|erar-_."
_ .chlcally ¢Qntextua)12ed Thé office he holds viewed as his. prlnC|pal

+'_*" "occupation -and’ considered a career, determines appropr|ate o

- . behavior whiclr s “strictly cqntrolled ¢ individual is contractually
-+ employed and pard a ﬂxed salary graded ‘according_to fank in.the

h|erarchy Tn .addition, the “individual -has no ou?nershlp in the.
" means. of adm|n|strat|on W|th|n the organlzatlon he is replaceable,~

Judged ‘primarily- in terms' of 'his conmipetency to. funct|on in
accordance with the duties of his position..

The‘hlghly‘expllcn,.prescrlptlve rule-governed nature. of bureau- ‘

cracy renders it amenable to repllcatlon It would seem, . then, that
the more highly buréaucratized the structure of an organlzauon ‘the
-more easlly it.can be reproduced ‘Unitas, however, is an emergent,
. ‘grassroot organlzatlon and as’ such, it falls substantlally short of
‘the criteria estabhsheﬂ. by Weber: .for. an ideal bureaucracy.
‘Although there is an internally. cons|stent phllosophy underlying the
. program, it-is unwritten, .as are thé rules«gOv .mlng the behaviors of
the ‘members of the organization. Managem t in this case is based
on the appllcatlon of a set of general principles of human behaV|or
e mtn;ma,lly distinguishable -from the substantive teachlngs of .the
Tl program -- within a lposely organized. structure.

L)

; ‘basis of préscribed ‘techhical qualifi cations. The teenagers and sbcial

.

¢, » The “appointment "of staff within Uhitas is only part|ally on the-f" ‘

'f.; ‘, . work students must . demonstrate:- sensitivity to‘ the children- with' = .

s

.-+ whom they work; "and a wnlllngness .to become commiitted to the -

) “work- of the program, i.e., to the goals of creating Bonds of'
o frlendshlp with staff;, teenagers .and especially, with children. This -

is' not-a simplext ask nor. lS it ene g‘_ which- a ‘person can readily
recgive techn|cal\ra|n|ng~ beforéhand. “There are many teenagers and

L
b ’

. staff members. wbg have ‘not bgen succcssful in - Unitas, either

' Weher. Max The Theorv of Socmf and Emnormc Orgammuon New York Free
Press 1947, pp.- 333 334. - . :

10 Gerik,: H.H. and C. erght Mills. From Max'Weber Essays in Socmlogv New .

~

' York Oxford Umvers;:y Press. I958 pp. 196- I98
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_ they were percelved “a$ misfits.orideadbeats. .

because of- theu;,own dIsComfort wrthm the ‘program or because ,

14

Wrthm the structure of the Unitas" extended family crrcle ‘the

duties. 6f the’ “Unitas teenager and staff member are more clearly -

established., As surrogate mothers, fathers, “apnts. and uncles,

-.‘.partrcrpants haVe an understanding of their responsrbrlmes In
- practically all cases, . however,,the position. which is - held is. not ..
vrewed as the- maJor occupatron of the individual, or his or her -

career. Unitas' desire’ to"have unpaid- staff attend regularly’ does not
alter thé fact that they. can exert little lnﬂuence, outside of peer
pressure, over these, voltinteers. Paid.staff are in the minority."
Salarres are not offered to all workers wrthm a given rank, nér are
salaries wrthm a rank. necessarily, .the' sam¢ for all ‘paid .workers.
* Paid staff are usually teenagers who, after many yeass of dedicated

volunteering- at Unitas, receive part-time compensatlon fors their
. efforts. As indicated - above, ‘however, without exceptlon these

teenagers continue to Vvolunteer time to Unitas work.
An important crlterron for bureaucratic administrative staff-is the

.4ab|l|ty to substitute one qualified staff member for another equally

: qualrﬁed accordmg to. -established criteria. The duties involved in

" -managing various' aspects of Unitas are not clearly and irrevocably .

delegated either to-the director of to the administrator. Each takes
Jon those activities and respons|b|l|t|es ‘'which he or. she is best able

to do. Were a key individual in- this orgamzatron to leave, his or -
" her replacement would undoubtedly cause a change in the program.

Although the social work students are replaced each year, as are -

* . -various consultants and speclahsts who work for Unitas on a part-
+ time ‘basis, the core - of -teenagers who devote their - time to the
. program cannot be so easily-replaced. Friendship with peers and

-with neighborhood: children can be. ne|ther hureaucratrcally created,
ordertd nor maintained. . : N
An “sum, Unitas” does not fulfill selecte bureaucratrc criteria
relevant to the possibility of |ts‘repl|cat|on it is loosely prescriptive
of - status-r%evant behaviors in the context of- unwritten norms; the

. recruitment of persons deemphasizes: technrcal qual|f|cat|ons in
- favor of: attributes associated, with- fr1endsh1p and sociability; the

core group of . teenagers are neither fully salaried nor._is their
position as surrogate: parents. vrewed as' a major career; and,
perhaps most important, the’ bonds of frrendshrp enmeshing the

~ children and teenagers into ‘the network are crescive and achreved_~~

through primary group- processes, not bureaucratically enacted as a
result .of externally imposed prescriptions. This- means, therefore,
that one teenager canrfot' replace another teenager. because each

teenager/symbollc parent is part of a broader- network which ..
. enmeshes:him or her in a uniquely earned, neighborhood based

conﬁguratron of |frrendshrp wrth the symbollc children. If there is
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‘one ‘element distinguishing the Unitas structure, it is precisely' this

configuration. of friendship patterns. They are the planned by-.

" products of soclally moblllzmg teenagers as human resources in the
. South Bronx. -

-Unltas, of course, d|splays some elements of bureaucracy S|nce

‘its inception, Eismann has been dependent upon- outside funding to
' ,mamtaln the ‘program, - even minimally. "And indeed, it was -the.

pressures of economic- survival which. pushed Unitas to hire an -

,adm|n|strator a bookkeeper, and a secretary.-- personnel |mportant' '
" to the adm|n|ster|ng of an agency in ways conducive to the securing

and maintenance. of . financial backlng With. this increased bureau-
cratization has come a shift in Eismann’s position within Unitas.

‘Téenagers who were personally trained and closely ‘supervised and

supported. by Eismann have begun to assume new roles, -establishing
program pieces by themselves, running meetings that previously had .
been run.only by. Eismann. They have also ‘begun to turn for -

.- assistance not just to Eismann but to Stekas, a social worker with
-professronal training and authorrty in Unitas. Regardless of ‘the

" shift in Eismann’s role and economic c|rcumstances, there has been
" a builttin. flexibility in areas of- personnel and programming ;which

has consisténtly characterized the program and its work. People are

- expécted to pitch in when they are needed and to help others do the

same, thus having the effect of . dISSIpatmg alienation whlch may

accompany an inflexible h|erarch|cally organlzed program.

* Whether this ‘evolution ‘is necessary. for ‘the success of Un|tas ora

“program like it is one factor which bears on the question’ of .

replicability. Where then are'we left with respect to-thé question of

 replicability? Even though Umtas lacks those aspects of bureaucracy
. which' lend " themselves to: replication, we" have determined that it-

would be impossible to transplant. features or components of Unitas

“ . to other- contexts, separate from the historical richness of the .
original program. This already has been accomplrshed within Unitas -

and outside of Unitas. Within "Unitas, in 1980, an afterschool -

‘program was developed and |mplemented by teenage workers in the

local public elementary school. This program, -based on the Unitas
concept ‘and " using Unitas techniques, assembles- teenagers, now
participating in Unitas, one .evening each week. Outside of Unitas, -
edugdtors and mental health workers, trained by Elsmann in Unitas
nfethods; have successfully. applied the ‘‘circle’’ concept in their. .-

work with children. Thus, the ‘analytical distinction madgé’ between -
‘the*"histogical events leading to' the .creation of Unitas and the -

sttucture hat was formed can be ‘made to’ have operatlonal'

~ meaning..

To' fit one component of -Unitas to a speclfic need in evrdence in

""7'_“__a nearby locale, and to do this by drawing upon the experienced
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person3m the program presents no serious dlfﬁculty However, lt‘

. is quite, another matter to attempt the repllcatlon of the. program in- .
" its entirety or substantlally in the scope of its: function, in.a setting
- distant -from ‘or differént. from the present context of its: functions.
> Even if we make an. assumption we believe to be. correct, that the .
'values emphasized by Unitas .transcend local cultural - boundarles,

thus lendmg themselves: to different subcultural variants -- and: the .
chlldreﬁ s needs in the .neighborhood. settings designated for °
repllcatlon are: comparable to those. of the South Bronx children---

the task of such replication. would indeed be formidable, although

probably not. impossible to ‘perform. Assuming a supportive and

“congenial mstltutlonal environment, ‘the essential task -- the sine -

‘qua ‘non of the effort. -- would be, once . again, the sociak"
mobilization ‘of neighborhood teenagers into a motivated and thera-
peutically trained cadre of symbolic parents abldmgly mterested in
the welfare of children in their neighborhoods, and profoundly»
convinced of the -worthiness of the Unitas' undertaking. It is

- . difficult to.conceive of how this could be done, without doing what
" Fismann did at the very beginning: formmg frlendshlps with the

teenagers in the streets, alleys, vacant lots, and stairways of the

" - South Bronx; and learning how to use the mdlgenous social -
: orgamzatlon of this territory.

'We dre left with one_final obsérvation. Dlrect partrcrpatlon in. the

E program beforehand is probably necessary, if the goal is to replicate

the program in a substantive part or in its entlrety Direct -

- participation, yields knowledge- by acquamtance which:is not entirely’ -

redqcnble to . explicitly rendered- sets of presgriptions on how to

L accompllsh therapeutlc goals. Direct’ partrclpatfon provrdes a cllmcal

sense of the expressive components of the healing process and the

. clear recogriition of the need for “the commitment to"an ethic of
.- helping other persons, whether that ethic be rooted in rellglous‘
-humariistic or psychotherapeutlc bellefs L .

’-‘Ad .




