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Juvenile Justice and Resource Constraints 
STEPHEN C. DUNCAN 

Steve Duncan is the Executive Director of the Juvenile Justice Resource Center 
in Pasadena, California. He is a Senior Associate and past Director of the Delin
quency Control Institute at the University of Southern California. Mr. Duncan is 
a consultant to the Special Education Division of the Los Angeles County Schools; 
a management trainer specializing in budgeting lor the National Sheriffs' Associa
tion; as well P.S a 'program manager, consultant, and trainer for 2 variety of Federal, 
State, and local agencies and professional associations. 

Widespread attention to juvenile justice is sharpening the community's 
expectations for (a) effective response to the realm of juvenile-related prob
lems, and (b) efficient delivery of services that may be inadequately respon
sive to these problems. Increased attention leads to enhanced superficial 
knowledge of the problem-just enough knowledge to be dangerous. Com
munity exposure to the challenges of the juvenile justice system is growing 
rapidly. This growth occurs at a time when every citizen is induced to 
formulate personal priorities for the quality of life influenced by the public 

,and private sectors. However, response to the aggregate citizen priority list 
by the two sectors is dramatically different in character and capacity; market 
research and product-line decision making in the private sector are not 
conducted under the pressure of dawn-to-dusk voting booth and legislative 
arena behavior by fraternities of uncertain and ever-changing membership .. 

Unfortunately, as interest in hula-hoops and carmel-covered cereal fades 
into the shadow of Star Trek space station kits, the realities of juveniles and 
families in need grow in scale and complexity. 

This article purports to commit the heretical-the proposal of a panacea 
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d "what have you not done for m.e in an era of scrutiny, gloom and ~oom, an d for the juvenile justice prac1'l-
lately?" However, this panacea IS reserve fair since more than a decade ago tione~ and resource allocator. It only seems d Grimm-we are learning 
a man named Jarvis was as real as a man nar;:;l survival the muddle of fact 
that fairy tales r~ad beneath thTeVcl(m~ o~~:~~~ myopic sh;dow of the voting 
and fiction glarmg from the . an t . S an approach and a framework 

Th's article summarIze . . . 
booth can come true. I.. . 'le 'ustice service needs, practltlO~er 
for integrating (a) .the re~llttes ~f~~vt~~1 as~~rtions of reform by legislative 
capacities for service delIvery, d' . h ('b) a new set of resource alloca-

. d d d setting bo les Wit . . I assemblIes an stan ar - t accountability prmclp es. 
tion formulas and resource m~~agem~~ su estions contained in the .n~xt 

Do not be misled-the asseI.tl~~~o~e UnYi~e the passage of a Proposlt~on 
few pages require more than fal~ to d~e uniquenesses of each commu.mty, 13 

they require careful adaptatIOn I' d th,"'y require the professIOnal 
' h . opu atlOn' an 1.:- d d each agency, and eac service p . f' rmance ;tgainst solicited stan ar s to take the risk of measurmg per 0 . I 

courage ff' . and service effectiveness. of both resource e IClency 

FORCES IMPACTING JUVENILE JUSTICE. . 
. . t w"-k on the juvenile Justice system. 

A variety of conflIctmg forces ~r~ a vtand most clients), it is important 
While not unknown to most p~ac~lt~oner~t on possible c;trategies for system to sort them out in terms of melr Imp:}\. 

improvement: . . 3" tality) 
. the "PropOSitIOn 1 men Revenue Reflex Actions (better know~ a~ on revenue generation with 

' f onfusing restrIctIOns s 
represent the process 0 c ditures for services. In many case 
public damnation of gove.rnment exp~n f ser or pay-as-you-go fee structhis can be averted by the ImplementatIOn 0 u 

tures. d' . s one response to a threatened ceil-
Line-Item Expenditure Horset~a ~ng ~ percentage increases / decreases) . 

ing on expenditures (or across-t e- o~~ntl. unpopular service area for an 
There is a tendency to (a). trade \~)r mak: a high volume of "nickel and 
unnamed future ~raft c.hOlce? or. b d et categories. This process must 
dime" reductions m varIOUS lme-Item

f 
u ~ obJ'ectives required direct and 

. I' tegration 0 service , . f be replaced by a ratIOn a m . stem dependencies or serv-overhead expenditures, and mter-agency or sy 

ices. . ommonl reflected in references to the 
Dominos is the chIldhood game fC h ~rly it seems to work). While 

juvenile "non-system" (because 0 ~:rris° actions of each agency in the 
certainly not a system in a~~osp~C\el i~ act each other agency (while 
juvenile justice "non-system d;~~fi~ lor se~king their clients, public sect~r 
Private sector lawyers have a cap YI' t'vity for the generation of their 

d pendence on po Ice ac lb' d by lawyers have some e f spillover effects can e game business). A better picture 0 system t'ons (e g passing a student 
l' rogram transac I . ., .. 

analysis of complete c ~ent ~r P"f if there is no fourth grade; dIverSIOn 
out of third grade has llt~le slgm Icadn.ce 1 -their me:ming derives from 

ram costs are meanmgless stan mg ~ one 
prog. 'th the alternative processmg routes). comparIson WI 
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Left Hand-Right Hand is usually found when playing dominos (above), 
but tends to be characteristic of internal agency operations or agencies with 
similar functions operating at severa] jurisdiction levels (e.g., police-sheriff, 
state departments of justice and state criminal justice planning agencies). 
Characterized by the "duplication of effort" criticism, it c~m be minimized 
by clearly describing service functions and populations implied in state
ments of agency objectives (e.g., "crime prevention"). Historical illustra
tions heavily involve delinquency prevention (especially drug abuse), and a 
current example is the rush of agencies declaring a war on child abuse. 
(NOTE: left hand-right hand is often the result of attempts to snatch 
bunches of Federal funding carrots by redefining agency missions to reflect 
request-for-proposal specifications.) 

Shell Games (also known as public agency hit-and-run, blindman's bluff, 
and who-can-pin-the-tail-on-the_donkey) usually represent a declaration of 
war prior to taking an inventory of the arsena! and results in fervent prayer 
that an enemy (pea) will not be found (under the chosen shell). This is most 
often played during campaigns, budget hearings, grant presentations, per
sonnel appointment hearings, and public speeches at Kiwanis and Rotary 
Club meetings. Juvenile justice has been particularly plagued by this (wit
ness "wars" on gangs, drug abuse, working mothers, drinking fathers, child 
abuse, failure in school, and unorthodox religious cults). In part, this prob
lem can be averted by remembering that operational agencies should not 
represent research and development efforts for some decision-makers' hopes 
or promises. Operational agencies can assist these decision-makers in resist
ing the temptation by (al providing very explicit descriptions of what they 
can do and axe licensed to do (agency managers cannot assume that this 
information is generally known or understood), and (b) developing the 
rudimentary analytical capability to project responses to these hopes if' hard 
data terms before the votes have been cast ana the money allocated. 

Therapeutic Handoffs are present when that statement "we've done all 
we can do" is heard as a client, file, or request for information from the 
public is passed along to another agency. This is not a problem if the other 
agencies in the system are clearly expecting the handoff and understand why 
they are getting the ball and what to do with it. Ineffective handoffs can be 
minimized by (a) recognizing and displaying alternative processing rout'es 
that reflect the range of decisions available to each agency, and (b) promot
ing self-contained and general function service units (e.g., Los Angeles 
county's "Juvenile Justice Center" in which all system components are 
represented and a constant service area is proscribed). 

Accountability Disco also known as "C.Y.A." (or "shield your posterior") 
is often a symptom of the therapeutic handoff and is characterized by a 
process of Spontaneous dancing when confronted with accusatory question
ing regarding individual or agency performance. There are limitless varia
tions that can be constrained by (a) avoiding conditions in which 
practitioners with wide discretion are given enough rope to hang themselves 
and others (e.g., some grant agency project monitors), (b) designing and 
consistently executing practitioner performance appraisals that are reason-
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ably related to service delivery capability (as defined by that practitioner's 
training, the characteristics of client flow and demands for service, and 
availability of appropriate versus makeshift service modalities), and (c) re
warding agencies and agency managers for system cooperation and long
term performance (as opposed to year-by-year statistics that mayor may not 
reflect accnrately the agency's contribution to services for juveniles). 

Who's on Fimt (?) is a natural partner in the accountability disco, and can 
be likened to musical chairs played by a combination of practitioners, clients, 
and community members to the tune of "On Wisconsin" while the head 
coach preaches that nice guys finish last, there are only winners and losers, 
and so on. It is represented by the conflicts between (a) service to client 
versus welfare of community, and (b) service to client versus welfare of 
employees. Perhaps the most pervasive and debilitating factor on this list, it 
is also the most difficult factor to contend with-its resolution requires (a) . 
development of service delivery systems and legal processes that allow an" 
acceptable equation of individual client and general community welfare, and 
(b) development of agency management and labor relations strategies that 
recognize employee strengths and weaknesses while equitably rewarding 
performance that is clearly within the individual practitioner'S ability to 
control (in other words, all parties will have to give a little to get a little). 
Illustrations of this problem were numerous around the passage of Proposi
tion 13, including (a) establishing termination lists based on seniority thus 
making secure those who are often the most distant from responsive service 
delivery, and (b) fighting for percentage increases in saJaries and benefits 
while jobs and/or the quality of the work environment were at stake. 

Protect the American Dream is a spin-off of the aforementioned revenue 
reflex action. This represents the bumper sticker process of convincing citi
zens that their votes on a particular measure mean something more or differ
ent than the measure's real authorization of action (this process is often 
evident in legislative voting-for example, California's AB 3121, the "some
thing for everybody" attempt to reform juvenile justice). Unfortunately, 
many agency managers fall prey to this rhetoric and respond to everything 
except the substance of the measure. Once again, juvenile justice practition
ers must be developing the analytical capability to project the impacts of such 
measures on broadly defined service populations. 

Rose-Colored Glasses are typically worn by those responsible for the final 
production of advisory commission recommendations and universal stand
ards. While the efforts of such groups have been commendable in recent 
years, they often promote the tendency to (a) forget that there are Bozeman, 
Montana, and Parker, Arizona, in addition to Los Angeles, Chicago, and 
New York, and (b) forget that the vast majority of practitioners never 
requested the recommendations and standards in the first place. In order to 
prevent the possible waste of some very important macro-analysis, these 
distinguished bodies should be charged with taking the analysis one more 
step, i.e., developing a smorgasboard of alternative applications based on 
jurisdiction profile and juvenile service demands. 
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Numbers are Obscene is the common reaction of many practitioners in 
training programs when planning, evaluation, statistics, research, and budg
eting are presented. Associated with the notion that these areas are the 
exclusive concern of the agency manager, this reaction ignores the fact that 
it is the line practitioners who create the statistics by which agency perform
ance is measured, and are most affected when the rules of the game are 
changed. There can be a host of benefits to linking individual performance 
with the realities in budget justification and to soliciting practitioner input 
regarding the service level impacts of legislative, planning, and budget ac
tions. 

Information Overload (also known as the "I don't know who to believe" 
syndrome) reflects the inadequacy of juvenile justice community relations 
when faced with one-time media hypes (such as those present around elec
tions). Since juvenile justice agencies cannot afford or justify the advertising 
budgets of campaigns, there is a need to develop and execute long-term, 
well-planned, and low cost public relations efforts that systematically fulfill 
the agency's mandate to inform and solicit feedback from all members of the 
~6ency's service population. 

Legal Refugees (in light of Proposition 13, the legal refugees may be just 
a step ahead of the "accounting refugees") are practitioners who have ab
dicated service in lieu of legal technicality. The appearance that the system 
places a higher priority on legal rights than on legal responsibilities by 
default places a higher priority on individual welfare than on community 
welfare. Recognizing the validity of the legal position, the response by con
cerned practitioners can be to (a) promote legislative remedies (without 
hiding behind the banner that politics is dirty), (b) identify those compo
nents of judicial decision-making most sensitive to discretionary input re
garding impacts on practitioner capacity in response to legitimate juvenile 
and community needs, and (c) capture the Proposition 13 mentality by 
developing the management analysis capability to project the real tax dollar 
cost of legal compliance! 

A STRATEGY 

The purpose of this article is not to promote an additional glut of bumper 
sticker language or to harass the juvenile justice system. Rather it hopefully 
represents a recognition that weas juvenile justice advocates may be our own 
worst enemies in responding to the lightning rod of scrutiny initiated by the 
politics and philosophy of a Proposition 13. THIS IS NOT THE FINAL 
COMING, AND WE ARE NOT ABOUT TO BE SWEPT INTO THE 
BOWELS OF THE EARTH! 

Over the past decade, the tools have been developed with practitioners in 
mind to respond to a Proposition 13 and its future offspring. Moreover, we 
have given recognition to the following critical realities: 

1. The juvenile justice system cannot do the job alone; thus the roles of 
school system, recreation programs, and organized religion have been 
revitalized and legitimized. 

2. Practitioners are not infaliible and indestructible; training and in-house 

--j 
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personnel development efforts are emerging in recognition of the intel
lectual, emotional, and physical stresses placed on all system partici
pants. 

3. Client failure is not always the fault of the practitioner who implement
ed a service modality or the academician who designed it. Decision
making criteria (though unfortunately still subject to political influ
ence) are gradually permeating the system to allow for rational analysis 
and prioritization of alternative client processing routes. 

4. System cooperation does not imply freedom from conflict and disagree
ment. Our system of government was not designed to be a hand-in
glove operation. Recognizing the frustrations of a checks and balances 
process, juvtnile justice system cooperation efforts are beginning to 
lend credibility to legitimate conflict of views and the notion of con
structive feedback (e.g., child abuse teams, police-school attendance 
officer teams, probation "intercept" officers housed in police stations). 
Rather than goals of cooptation and passing-the-buck, Proposition 13 
offers the critical opportunity to promote full utilization of all system 
resources. 

5. There is no universal juvenile justice system; the era of national com
missions and Federal "helping" agencies misled many (with some help 
from the media) into believing that most systems in most communities 
had the same characteristics and the same needs. Implementation of 
general programs now must be seasoned by technical assistance that 
recognizes the differences between urban and rural communities, sun
ny climates and stormy climates, large organizations and small organi
zations, and so forth; legislative reform must follow a similar path (as 
dramatically illustrated by the deinstitutionalization movement). 

An overriding theme linking the above involves the notion of the juvenile 
justice practitioner as resource manager, regardless of so-called rank or orga
nization status. Legislators, county supervisors, city councils, agency heads, 
and grant monitors merely set the parameters and execute the controls for 
aggregate allocation of resources. The line juvenile officer, probation officer, 
teacher, diversion agent, prosecutor, public defender, correctional officer, 
and "line" judge have the ultimate influence over the efficient (miles per 
gallon) and effective (reaching our destination) management of the salary, 
equipment, and other resource investments that link fiscal and service objec
tives. 

Specific strategies, and the tools for implementing them, are available to 
deal with the confrontation of juvenile justice system and government re
source management change. The value of these strategies is dependent upon 
the recognition and consideration of the factors and forces previously dis
cussed as they realistically apply or do not apply to each juvenile justice 
service system and each component of that system. Neither gang violence 
nor Proposition 13 are relevant issues to every American community. While 
they might be in the future, effective resource manage~ent dictates that each 
agency prepare for the certainty of change, rather than the uncertainty of 
one specific disaster. 

The figure at the end of this article illustrates the relationship of the forces 
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a?d factors to the proposed panacea-strate i d . 
gies and tools are certainly not s' r' g es a~ theIr tools. These strate
gree of information ex ertise ~p IstlC remedIes; .each requires some de-
represents a comp~ne~t of a~ a~nafUt~ra?~~ o.f ~?nslstent application. Each 
mentioning here. y Ica Isclp.me that space only allows 

Budgeting Process 

The alphabet soup development of mana . 
often leaves practitioners in d gement and admmistrative tools 
"P.P.B.S." and "Z B B " h an un erstandable state of cynical disbelief 
h . " ave unfortunately ofte b . I . 

t e trappings of a teenage danc f d p" n een Imp emented with all 
howev:r, do represent alteri1ativ~ a~a' ~ogram and zero-~ase. budgeting, 
resolutIOn to the demand C I lytlcal formats for brmgmg rational 

lor ong-range solutions . f resource decision-makin M Ir1 an era 0 short-term 
that are valuable to applyg~ve~~~ver~hb~th 'p~?vi.de conceptual frameworks 
not allow for comprehensive impl en e J~ns ;tIOn accounting system does 
fundamental: ementatIOn. wo concepts are particularly 

1. Consid~r e~ery direct service in terms of its total cost . 
every lme Item expenditure should be 'd d' to the agency, I.e., 
tio ,. d' consl ere m terms of 't 1 nSfiIp to Irect services (the so-caIled" . . " I S re a-
ly, this includes multi-agenc costs' for mISSIOn of the agency). Ideal-
for a poli~e-schoolliaison ef70rt w~uld f:~lmdle, a pure program budget 
?f supervIsory and managerial sal' .~. e approp~l~t~ percentages 
m addition to the costs of 1 . an~, utI Ity and faCIlItIes costs, etc., 
directly involved. Given t~e a~Ii~}i~~lt supr~le.s .for thos.e I:>ractitioners 
~nalysis, the benefits are clear whe~ y 0 In~tlally buIldIng such an 
Impacts of potential program reductio~:e.:~tmg to ~ort out the true 

2. Each year conduct '" . expansIOns. 
through a linkage aOfPrillaOtrultlzlatIOn of ad II age~cy activities ("zero base") 

. " . ra cost an servIce d d . . 
pnorltIzation representing a clear ict f eman ~ncr.eases-the 
mon categories include: pure 0 agency obJectIves. Com-

· .. inc~eas~d dservic~ level, and increase in related costs 
· . ,maIn tame serVlce level d ' , 

(e.~" i~flation, negotiat~~n col~t~:~~~) m costs due to external factors 
· .. mamtamed expenditure lev I d I ' 

service delivery e ,an resu tmg percentage decrease in 

, , , redu~ed ~xpenditure and/or service levels 
, . , termmatIOn of activity area 

Planning and Evaluation 

These terms, and their associated conc d ' 
not new. They represent critical c epts an technologIes, are certainly 
However like Z B B d P P B Somponents of a rational budgeting process. 

, ' , . an ."" they have b '. , 
and self-serving consultant and fundin _ een, v!ctlms of much mIsuse 
planning and evaluation provides the

g ;l~~ncy ~ctlvlty. Appropriate use of 
proactive influence over the env' ge ro~ reactIOn to change to 
bility to rationaIly assess indivi~~~~ment, .~n addItIOnal bonus is the capa-
specific delivery of services, Even th~:~~~~~f.~ performan~e ,in terms. of 
quency prevention-a particularly vul bl a I e. cha,racten~t~cs of dehn-

nera e area m a PrOpOSItIOn 13 era-
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can be concretely defined, assessed, and projected utilizing much prodaimed 
but often ignored categories of planning/evaluation analysis (note the im
plied dependence on budgeting concepts): 

1. effort-how much of what kind of resources did we invest (input) into 
this drug abuse education program? 

2. performance-how many student-contact hours (output) were gener
ated by our police-school liaison program? How many brochures were 
distributed by our neighborhood watch program? 

3. adequacy of performance-what percentage of the school population 
received "Officer Bill" presentations? 

4. effectiveness-did we reach our ohiective of reducing the rate of con
tacts with local hospitals by juvenile arug users by twenty-five percent 
(after factoring in demographic changes)? 

5. cost-effectiveness-did we achieve our objective for reducing the num
ber of gang-related criminal incidents by twenty-five percent without 
overspending our budget? 

Qgite simply, planning tools allow the rational projection of agency out
puts in relationship to desired objectives; evaluation tools measure the suc
cess of our planning efforts as an input to the next planning cycle. 

Community Marketing 

Simple survey research tools may allow juvenile justice agencies to test the 
viability of various programs among constituents prior to implementation. 
During the course of implementation, these tools may allow for periodic 
assessment of how the community is reacting to a program and possibly 
suggest some "fine-tuning" that will (a) not compromise the program's 
service objectives, and (b) enhance community support. The notion of mar
keting implies a readiness to accept the fact that the primary purpose of 
government is to provide services citizens desire that cannot be efficiently 
or effectively provided by the private sector; at the very least, practitioners 
must seek visible license for the privilege of determining what the commu
nity should desire (e.g., the great philosophical battle over substance abuse 
control measures, particularly as it is divided into its alcohol and narcotics 
components) . 

Other strategies and tools include application of the above to small agency 
office and physical space management, records-reports-publications manage
ment utilizing manual and semi-automated systems, in-house training and 
personnel development. 

To summarize at this point might unwisely suggest that the discussion has 
ended. Thanks to the continued desire of politicians to get elected, of citizens 
to demand more services for less taxes, and of juveniles to be juveniles, 
juvenile justice practitioners are just beginning a period of innovation
innovation not defined by the discovery of THE cause of delinquency but 
by the cost-effective and community-responsive delivery of juvenile justice 
services necessitated by causes that may never be agreed upon. 
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