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STATE OF ARKANSAS
$€f'(u“lhwill o/ h_qociaf}aml p‘c‘c&é{i[i!afiw‘ _S,arm'cad

OFFICE OF THE DIRECTOR

406 NATIONAL OLD LINE BUILUING
LITTLE ROCK 72201

: B OAVID PRYOR TELEPHONE: 3501/371.1001%
i : GOVERNOR

e

RAVID 8. RAY, JR.
DIRECYOR

The work coniained herein began in 1974 when the Department of Social and
% Rehabilitative Services conaacted with the Govearnor's Commission on Crime and

Law Enforcement through the Law Enforcement Assistance Administration for funds
g to design a Long Range Master Plan for the Prevention, Treatment, and Control of

Juvenile Delinquency in Arkansas. A preliminary. first year document was completed

September 30, 1975, which basically outlined the existing Youth Services System

in the State and determined the initial direction in which the State must move to
) effectively deal with juvenile delinquency. '

Arkansas has never experiencec a comprehensive planning effort in the youth services
area, and the result has been a "‘non-system’’ of programs characterized not only by
| lack of coordination in the development and administration of services to youth, but
a lack of policy governing the administration of juvenile justice itself. It is the intention
of this-Master Pian to provide a foundation for the unification of ali aspects of youth
services into a coordinated, qoal directed system of viable services to troubled youth.

B

g It is our hope that this document will provide the Governor's Office, Legislators,

e } . related State agencies, community leaders, and the general populious with a realistic

" g ? and. implementab!a system which maximizes and continues our gxisting resources

, : with new means of support to better serve and utilize a critical part of Arkansas’
% future -- its youth,

S

David B. Ray,
Director

DBR/BR/pb
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FINAL REPORT

- COMPREHENSIVE LONG RANGE MASTER PLAN
FOR THE PREVENTION, TREATMENT, AND CONTROL
OF JUVENILE DELINQUENCY IN ARKANSAS:

A SYSTEMS APPROACH TO YOUTH SERVICES
BY

THE DEPARTMENT OF SOCIAL AND REHABILITATIVE SERVICES
PROGRAM COORDINATION SECTION
YOUTH SERVICES PLANNING

SEPTEMBER 30, 1976

Preceding page blanlsa.
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This final document and the preliminary first yéar«

document is the result of a project performed by the
Department of Social and Rehabilitative
Services pursuant to Subgrant Numbers
73262 and 75-283, administered by

the Governor's Commission on Crime and Law Enforce-

ment. Law Enforcement Assistance Administration

~ was the federal funding source.
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" EDITOR'S NOTE

This document is considered the final report
fulfilling requirements of Siubgrants 73-262 and
75-283. Major portions of the first year prelim-
inary .document have . been incorporated in this
report. This report is primarily a wo;king docu-
ment for the use of program planners, adminis-
trators, and service providers in the field of youth
services. D
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', . -ARKANSAS YOUTH SERVICES PLANNING ADVISORY COUNCIL
The decivsions necessary to complete this type of plan dictate the use of Lroad based
representation and input. In order 1o acconﬂplish these purposes, the Arkansas Youth

Services Planning Advisory Council was organized under the auspices of the Arkansas

' Departmeht of Social and Rehabiiitative Services. This Council has provided guidance,

support, and final recommendations in the design of the Master Plan for “outh

- Services in Arkansas. Thiz Council consis.s of governor appointed members so consti-
. tuted to be representative of providers of youth services {both public and private;,

education, employment assistance, treatment . and supportive programs, elected
-officials, the general public, civic leaders, parents, business executives, and legis'ators.
Emphasis was given to a mémbership ba'lance accor-ing to geographic residence, sex,

race, profession, and age.

This Cquhcil has been Qberated by « peer elected chairman and vice-chairman with the
Youth Services Planning staff serving a support function to the Council. The Youth
Services Planning staff has been responsible for seeing tha: all necessary assigned tasks
by the Council are carried out and reported back to the Council: '

The Council has had the tollowing responsibilities: advise project staff in the d-velop-
ment of the survey instruments and data collection activities during initial phases of
the project; advise staff in the content of the long range Master Plan for Youth
Services; provide final recommendations to the Governor (through this report) for the
unified Youth Services System and the direction of youth services in Arkansas; previde
public education and awareness of the needs of youth in Arkansas; serve as major
advocate of tﬁe completed Master Plan; and coordinate directly with project staff
on other ongoing activities as may be deemed necessary.

Tae Planning/Decision Process Chart which follows demonstrates the information
processing routes and major decision junctures for completing the plan.
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STATEMENT OF PROBLEM

The nature of this problem area makes programming for the prevention, treatment,
and control of juvenile delinquency extremely difficult. Delinquency is an admini-
strative cétegory, an artifact of social policy and social provision. There is no single
affliction, disabi!ity, or dysfunction that can be defined as ""the root cause of delin
quency’’. The precipitating facts of juvenile delinquency transverse all estabiished
social institutions and aspects of human life. It's not simpiy a problem of poverty,
poor mental health, family breakdown, lack of educational opportunities or racial/
ethnic discrimination. 1t is all of this and more. Any one of these factors or.com-
binations of them rﬁay be identified as contributors to the problem. Furthermore,
no single agency or organization could possibly amass all the necessary ingredients
to dea! effectively with this multi-facet problem. Any effective system of delinguency
prevention, treatment, and control must involve a complex of unified and compli-
mentary organizational resources and processes working hand and hand with similar

goals and objectives.

Needless to say, this has not been the case in Arkansas, or in other states for that
matter. In the absence of a unified system we have evolved over the years into a mix-
match of prbgrams, procedures, and practices which collectively, scarcely resemble
a system. There was in excess of $12 millicn expended in the prevention, tréé;ment,
and control of juvenile delinquency in Arkansas during 1974. In spite of this, there
are still only a handful of identifiable delinquency prevention programs in the State;
our training school system could only be considered marginally eifective, county

court systems are outdated, and alternatives to incarceration are extremely limited.

Arkansas has multi-level governmental, private, and church sponsored  programs
working, sometimes at odds, sometimes together, but almost always dealing with only

pieces of the problem. Formal workirig relationships are based primarily on person-

- alities and not necessarily common objectives. In some areas of the State there is

almost a total void of youth related services. In other areas there is.considerable

duplication nf services and competition for resources and occasionally clients.

State level juvenile services in Arkansas are broken into at least four separate organi-

zational units. There are almost no identifiable primary delinguency prevention

xiii
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activities in the State. There is very limited alternative type education avaiiable to
youth. Formal secondary prevention programs involving early identification and
intervention are almost nonexistent. There is no uniform system for diversion at the
enforcement or pre-enforcement level. Our county ccurt - systems are, at best,
antiquated. We have only a limited range of alternatives to incarceration for juveniles.
Our training schools have realized considerable positive change over the past year
and a half, but their effectiveness is still marginal in most areas. We have considerable
cuplication and fragmentation between state and local programs, particularly in
relation to juvenile aftercarg or the reintegration process for youth.

At best, the result of this “nonsysterm’’ is an uneven response by (_:ommunities and the
State to the delinquency problem. We have youth in the training schools for com-
mlttmg no law violations at all while serious offenses are going unattended because of
the ambugunty of legislation and policy uoverning juvenites. Lack of coordination in the

development and administration of services to youth is the most obvious deficiency
we have in the field today.

If one had the opportunity to start from scratch and develop a total system of youth
services, thé job ahead weuld be much more simple. Without this option, it becomes
necessary to look at what we currently have in a systematic and comprehensive way,
identify needs and gaps in services, duplication, and appropriate solutions. A systems
approach is particularly suited to dealing with this nonuinitary service area in that it
provides a framework for identifying, defining, and managing all the necessary func-
tions and components regardless of their organizational location. There are several
significant empirical and loqir haced donclusions that can be drawn from existing
information.

It is probable that the incidence of juvenile crime will continue to increase.
Juvenile delinquency is expensive both in terms of human resources and money.

Juvenile justice, in philosophy and practice, should be different than aduit
justice.

The degree of penetration a youth has into the Juvenile Justice System and how

that system impacts him are major factors in the youth's social adjustment
process.

How the system impacts youth is dependent to a large degree on how states
choose to address delinquency prevention, control, and treatment.
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Although we know there is no universal prescription for delinquency prevention,
the utlimate solution lies somewhere in the realm of nationwide social improve-
ment programming.

DUPLICATION
DUPLICATION
DUPLICATION
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e b ' _ STUDY PERIMETERS AND TERM DEFINITION

; Tive contractual agreement between the Departmént of Social and Rehabilitative
Services and the Governor's Commission on Crime and Law Enforcement called for
a comprehensive long-range plan for the prevention, amelioration, treatment, and con-
tro! of juvenile delinquency in the State of Arkansas. The Law Enforcement Assistance

Administration through the Governor's Commission on Crime and Law Enforcement
i : s funds a substantial number of juvenile delinquency programs in the state. [t is antici-
- H pated they will utilize this plan as the foundation for additional planning and as a
' basis for the direction of future funding of juvenile related programs. The Department
. of Social and Rehabilitative Services is the umbrella agency responsible for the maj-
® »\. / : ority of state administrated and state sponsored service delivery programs to youth
- ‘/{ ; in Arkansas. The Department has, for some time, recognized the need for focus and
“,,-"' ) direction in youth services programming in the state. Non-governmentally sponsored
programs are also interested in the unification of service delivery and titting into the
L overali system of services, as evidenced by their participation in planning meetings
.,— i : and their input in identifying the needs of troubled youth in the state. This multi:
' ' level need for information and direction was the primary precipitating factor relating
io the conception of this projact.

During the pre-operational phase of this project, it was decided by both agencies
@ : that the plan should be broader in scope than one that is typically found in juvenile
! master planning today. Juvenile master plans generally concentrate on the justice
system beginning at arrest or apprehension and continuing through the judicial pro-
cess, corrections, probation, and parole. Delinquency prevention is seldom addressed
i1, any detail. Traditionally, the structure and nature of the master planning mode! does
not readily lend itself to something as vague as prevention. It is almost impossible to
document and measure the occurrence of a ““non-event’’. That is', the measurable im-
pact of programs designed to prevent something from happening is difficult to isolate
and quantify. On the other hand, it is generally accepted that effective delihquency
prevention is more desirable than treatment and control after the fact.

Understanding the built-in constraints and also the importance of this area, we elected
) to take the broader perspective. This study considers the total system impacting
/ troubled youth in Arkansas.
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it must be understood that juvenile master planning is considered a practica!l tcol for
program development. The inaccuracy of information available and the comprehen-
siveness of the approach dictate that the study itself is somewhat general in nature,
The problem of delinquency or potentiai delinquency cznnot be categorically defined
Therefore, one must draw from information that it not specifically related to the

problem, but attributes to it. -

Because of the potential vastness of .a project such as this it becomes necessary 1o
specifically delineate areas of study. All of the related bu; separate processes i_mpact-
ing troubled youth, such as justice, prevention, enforcement, corrections, probation,
etc., tend to defy the-one encompassing‘ term representing this cumulative total. For
the purpose of this study, the term ‘“Youth Services System™ will be used to represent
the total system inclusive of the above mentioned terms as parts of this system,

The following definitions set the perimeters for this project and define areas of study.
Activities, functions, or processes falling outside these definitions are not formatly

-addressed.

_Y;og_t_h__gphr_\gcﬁe_s__Sxﬁgg_r}] is structurally defined herein by its parts: four major sub-
systems, three components of each'subsystem, and the numerous elements with formal
activities or functions designed to have a direct impact upon delinquent, potertially

delinquent, or “youth at risk’’ of Arkansas.

S_L_Jb_sy_s}ems__ are those identifiable segments within the Youth Services System ‘which

will be categorized as (1) Prevention, {2) Enforcement/Judicial, (3) Placement, (4) Re-
integration. Collectively, they are the Youth Services System.

Prevention Subsystem encompasses those service processes designed to develop con-

cepts of fove and self-worth within youth which will lead to positive life-styles. The .

activities must be relevant and must create a sense of involvement on the part of the

youth to deter the desire, need, or opportunity to commit a crime or juvenile offense.

Programs considered for survey purposes must have an identifiable goal and/or objec-
tive of delinquency prevention. ’

Enforcement/Judicial Subsystem represents the formal processes activated when a
crime or juvenile offense is identified or alleged to have occured and continues until
after a formal disposition has been reached. There are at least f~r identifiable pro-
cesses within this subsystem: (1) arrest or apprehension, (2) pleas and arraignment, (3}

adjudication, (4) disposition. Youth who enter the Enforcement/Judicial Subsystem do
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not necessarily foliow this outlined sequence of processes. Instead, he/she may exit
the subsysiem at different intervals depending upon the discretion or recommen-
dations of this subsystem’s actors. Also, different legai practices unigue to each ju-

risdiction may modify these processes considerably.

P.'ES?_"E&?,‘L{EY_S}EEL is that identifiable segment of the Youth Services Sysfem which
may occur at/or imrnediately after dispesition. This subsystemn encompésses'all those
substitute living arrangements at both the. state and community level, where a juvenile
resides, usually for an ﬁndefined period of time and whose environment is of a cor-
rective or”ameliorat_ive nature, The outcome of the judicial process usually determines

if the Placement Subsystem is necessary.

R*@DL‘QQL?E‘_Q“_"S.PJEE@EI consists of those activities directed toward the preparation
of a youth and his/her environment for successful re-entry into community life.
Reintegration may begin before or at the point of re-entry and continue until adjust-
“ment has been completed. Residential components that are available during this sub-
system are often the same as those avaiiable during the Prevention or Placement Sub-
system {with the exception of the training s}:hools) except that the purposes of these
cbmponents in refation to the individual child focus on reintegration into community
life. The same applies to the community services components {with exception of state
aftercare counseling which is a follow-up function to the training schools). Community
probation pragrams, youth service bureaus, mental health out-patient weatment, alter-

native schools, and cthers may be utilized in assisting the gradual adjustment into
community life for the youth,

Components are those categorical groupings of similar or related technologies which
can be defined within each, or most, of the subsystems. These are labeled for our
purposes as residential, commurity services, and/or statutory aspects.

R_esidential» goimponents are all of the substitute living situations which are available
to youth who enter the Youth Services System. Residential components are found in
-home care, private institutional care, governmental operated institutional care, re-

" ceiving homes, detention centers, jails, etc.

Non-Residential_Community Servict)s__(@_rr_@p_ﬂ_en__ts~ include all identifiable activities
at the community level directed toward the prevention, amelioration, or correction of
maladaptive pre-delinquent_ aad/or delinquent behviors. These components may also
be found in each of the subsystems, but primarily are located in the Prevention and
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Reintegration Subsystems. These activities ‘include, but are not limited to, direct

casework, ccunseling, treatment, protective services, information and .referral, etc.

Legal and/or Statutory Components are a vital part of every subsystem within the total

Yquth Services System. They offer the sanction and/or authority which governs the

nature and scope of activities within this system. We wiil be primarily concerned with .

those statutory and legal provisions which are related to the youth’s progression through

the Enforcement/Judicial Subsystem; however, appropriate statutes and public laws.

will be referenced within the other subsystems also. Sorme of these are Act. 20 of the

66th General Assembly, Arkansas Public Law 46, Title 45, and Act 451 (Juvenile

Code).

tures which fall within the appropriate Youth Services System categories in delivaring
services to or impacting upcn the target population.
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STUDY CONSTRAINTS

This project represents the full-time efforts of six persons within the Department of
_Social and Rehabilitative Setvices. They include a project director, three planners,
and two clerical staff.

The nature and scope of this activity necessitates comprehensive, full range informa- i

tion in relation to the target population under consideration, programming, and

Systems impact information. None of -this information was available. With the excep-v

~tion of the monthly reports from the.Reception and Classification Center and some
statistical reports from the Juvenile Services Division, virtually ali information had to
be generated from “‘scratch’* and developed around the purposes of this prbject. There
have been no previous planning efforts in the youth services ares of this scope. The
“almost total void of available information makes planning of this sort extremely
difficult. In addition to this, outdated, incomplete, and inconsistent record keeping
at all levels rendered available information to be only marginally useful.

Master Planning precepts dictate a phasial, sequential process of documenting the
existing system, conceptualizing an ideal system, developing strategies for implemen-

tation and change, and developmert of a time schedule implementable plan. In order
to document the existing system, ane must gather enough informatien-to develop-a

one time static picture of the total system for a given period of time. In order for this
picture to be developed, one must approximate a static situation to whatever degree
possible. This has proven to be extremely difficult during this study period because of
the many political and organizational changes that have taken place in Arkansas..

During the two vyear project period, the following have had signlificant impact upon
these planning efforts:

Arkansas has changed governors.

The Governor’s Commission on Crime and Law Enforcement has changed
administrators.

The Depariment of Social and Rehabilitative Services has changed directors,

The Juvenile Services Division was dissolved and its components absorbed by

the Socia! Services Division, Rehabilitation Services Division, and the SRS
Office of the Director.
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The Training School Section (Training School Department) has had two execu-

tive director changes.,

The Boys' Training School at Wrightsviile has had a superintendent change.

There has been a full scale investigation of the misconduct and inequities at the

Wrightsville Training School. Governor Pryor appointed an executive committee
to participate in' this investigation. (Three of the four members of this

committee were from the Youth Services Pianning Advisoty Council.)

Governor Pryor has created the position of Coordinator of Youth Services to

monitor a special annual operations plan for youth services.

Recently, the Department of Social and Rehabilitative Services developed an

Office of Youth Services to serve as a focal point for youth related activities.

The Department of Social and Rehabilitative Services' contract with the
Governor's Commission on Crime and Law Enforcement for Youth Services

Operational Planning has been terminated. "

For the first time Arkansas now has a state appropriation to maich with

community and federal monies for community based youth programs.

During the last session of the legisiature, the Mental Health Division of the
Department of Social and Rehabilitative Services received approval to purchase

residential child care for emotionally disturbed youth.

During this same legislative session, DSRS received approval and an appropria-
tion to develop mental health treatment tezms at the three training schools.

Arkansas has applied for and -received a statewide ‘‘Deinstituticnalization of
Status Offender’” grant from LEAA.

One of }'he overriding  constraints throughout the first year of this project was the

very real time constraint. Grant award was on August 7, 1974 and for a variety of

reasons, implementation of the project did not hegin until November of 1374. An

extension of the first year grant helped to eliminate some of the late starting

constraints.

In conceptualizing the model system it was difficult to decide where to start since

some of the staff and council ideas were already being implecmented.

There has been an Attorney Gerneral's opinidn regarding the powers of boards.

An Office of Youth Services was funded through Title XX.

xxi
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.Rereptlon and Classnfncatlon Center changed names and rmoved from Benton o
@ to Alexander and placed under the Training School Section. «§ i“
There have been t'nree changes in Arkansas Training Schoo! Board membership. g
The Rehabilitation Services’ counselors have beer' transferred out of the Training «
' Schools B :
® r
The LEAA ""Ounce of Prevention’’ Project was funded and completed.
~ . . . ’
Act 378 (Youthful Offender Act) is to be implemented through a LEAA grant, ee
The new Criminal Code has several implications for. juvenile related activities. - 4
e - .~ Uniform juvenile court rules and procedures are still pending before the Supreme b .
. i
Court. . ':
. . a3l ‘;
, Although the majority of these changes have been positive and are considered to be -
c L
/‘ ) necessary to the development of a better system of services to youth, documentation .‘: ¥
is difficult under such circumstances. oo
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GENERAL METHODOLCGY:

This study follows a descriptive, analytical design with the overall systems model

approach. The total planning project is divided into four major phases: documents- .

tion of the existing system, conceptualization of an ideal system, identification of the
strategies for achieving the ideal system, analysis of the availabie alternatives and
recommendations f'or a . realistic system for youth services in Arkansas. The
preliminary document dealt with the documentation of the existing system (Phase {)
as previously defined. Data collection and analysis was the primary activity necessary
to the accomplishment of this task. ' '

The master planning concept mgintains that in order to effectively plan on a total
system basis for a long period of time, one must know what the current resources are,
where they are located, what they are like, what the youth this system servires are
like, and how the system impacts them.

Data was collected in the general areas of current programming or resource
information, youth profile information, and systems impact information. Program
information centers around the structured resources of this system: manpower,
facilities, cost, levels of services, and the context within which they function. A state-
wide program survey was the major source of information in this area.

Youth profile infermation relates to specific demographic and client r.elated informa-
tion for consumers {(youth) within this system. Tl.le primary source of this inforrﬁation
was an extensive youth profilé survey of all youth at the three training schools, the
pre-eighteen year old youth at the Tucker Intermediate Reformatory, and samples of
youth from communitvy based non- 2sidential and residential programs across the
State. Selected case information from tr.e Juvenile Reception and Classification Center
was also used.

Systems impact information relates 1o how the system impacts youth at critical
junctures. Examples of this type of information includes length of stay in given
processes, i.e., pre-trial detention, fraining schoo!, probation, the outcome of these
processes, and the different client career avenues prescribed for youth in the system.
The primary sources of this informatinn was the youth profile survey, case record
information -from the Juvenile Reception and Classification Center, and a statewide
secure detention survey,
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In addition to the above mentioned survey activities, the following data collection
functlons were perrormed in the documentation of the existing system:

Statewnde Jail Survey
Opmon Court Survey

’ Foster Care Youth Profile Survey
’ |

State Level Reswrce Assessment  (systematic - interviews and information
gathermg from: Department of Correction, SRS Divisions, Juvenile Reception
and Classification Center, Department of Education, Criminal Justice and
nghway Safety Information System, Law Enforcement Training Academy)

The development and documentation of this information provided indicators of
service needs of troubled youth, the magmtude and nature of the problems, and

systems breakdown information. The - preliminary documernt was completed in
October, 1975. '

The final phase of this project has been devoted to taking the above indicators of
reed a.ong with the conceptualization of the “ideal’’ and developing structures and

' strategies to achieve a unified syciem of youth services,

|
|

The information contained herein represents the result of this two year effort.
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" FUNCTIONAL PREMISES .

While the ultimate solution tojuvénile delinquency is recognized as lyihg in the realm
of national sccial improvement programming, the dilemma confronting Arkansas in
the 1970's is the development of a comprehensive system with individually appro-
priate, multi-disciplinary resources that are accessible to every “‘child at risk’’ where-

“ever he might live and whatever his circumstances. It is the intent of this plan to

.outline a realistic and implementable system of youth services with emphasis on

making the utmost use of existing resources .in reaching this end. It is the intent of
this plan” to form a basis for the unification of all aspects of the Youth Services
System into a goat directed, technologically sound and viable entity.

As we come to the specific proposals of this plan, there are several premises which
reflect our basic scheme of reasoning. The influence of these premcses can be recog
nized throughout this document. They include: :

THAT THE PHENOMENON OF JUVENILE DELINQUENCY IS BASICALLY
SOCIALLY AND SITUATIONALLY DEFINED. That is, social mores and
folkways are major determinates of what constitutes delinquency in any given
community. The degree of community social tolerance has a direct relation-

ship to the degree of repressiveness in that community’s response to delinquency.

JURISDICTIONALLY, JUVENILE DELINQUENCY IS A LOCAL OR COM-
MUNITY PROBLEM AND ITS PREVENTION, TREATMENT, AND CONTROL
IS MOST EFFECITVELY ADMINISTERED FROM THAT LEVEL. “Com-
munity” is not restricted to any speciic geographic |.zality or governmental
jurisdiction, but in this context refers t¢ the comrﬁon groﬁpings of people liv-
ing in the same genera! geographic locality. Later on we will be referring to
"community” programs which will relate {o specific catchment arca delineations.

THAT, BY NATURE, STATE GOVERNMENT IS NOT A PARTICULARLY
EFFECTIVE DELIVERER OF DIRECT YOUTH SERVICES AT THE CCM-
MUNITY LEVEL AND SHOULD ONLY BE INVOLVED IN THIS FUNCTION
TO THE DEGREE THAT COMMUNITIES ARE UNABLE OR UNWILLING TO
DO SsO.
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THAT STATE OPERATED AND ADMINISTERED DIRECT SERVICES WILL
ONLY BE UTILIZED BY COMMUNITIES TO THE DEGREE THAT COM-
MUNITY RESOURCES ARE UNAVAILABLE. The premise here is that if

* service resources were available at the community level to deal with their pro-
blems the necessity of state services such as the training schools would be sig-
nificantly reduced.

THAT STATE TECHNICAL RESOURCES CAN MOST EFFECTIVELY BE
UTILIZED TO ASSIST COMMUNITIES IN DEVELOPING AND MAINTAIN-
ING SERVICE RESOURCES TO MEET THEIR OWN SPECIFIC NEEDS.
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GOAL

DEVELOP A TOTAL INTEGRATED SYSTEM OF SERVICES FOR TROUBLED
YOUTH IN ARKANSAS. Completion Date: January, 1987.

RECOMMENDATIONS

@
o
o
: 2
vt
o

That the Department of Social and Rehabilitative Services establish and sanction one
single- state organization to serve as the focal point, coordinating, and/or sponsoring
agent for all youth services activities. Compietion Date: July, 1977.

Establish a statewide systera of comprehensive community  based youth services
programs. Completion Date July, 1980. :

. o
Establish professional court services (intake, probation, referee, aftercare) for all
juvenile courts in Arkansas.® Completion Date: July, 1980.

“Does not necessarily, mean that each county must provide these secvices. Multi-county programs may
be used for smaller counties with limited youth popiilations.

Establish a unified system of courts of doraestic affairs or family courts to deal with
all domestic affairs including custody, adoption, delinquency, dependency/neglect,
divorce, etc. Completion Date: July, 1987, ’

Thro’ugh successful implementation of previous recommendation, there will be a
systematic reduction of the training school average daily population to less than
one-half the current tevel. Cempletion Date: July, 1982.

That the Arkansas Association of Municipal Chiefs of Police, the Arkansas Sheritfs’
Asscciation, and the Arkansas Law Enforcement Officers” Association in conjunction
with the Governor's Commission on Crime and Law Enforcement establish uniform
yuidelines for dealing with juveniles. Completion Date: January, 1978,

That each enforcement agency develop written policies and proced:ires within the
established guidelines. Completion Date: January, 1979. .

That each enforcement agency take steps to strengthen cooperativi: working relation-
ships with other major components of the Youth Services System. Completion Date:
Ongoing. ' {

To provide quality care for youth who must be temporariiy detained in a physically
restricting or unrestricting setting pending court disposition, transfer to: another

. jurisdiction, return home, or placement elsewhere for long term care. Completion

Date: Ongoing.

That the single state youth services anency and the State Department of Education
establish a coooperative agreement dJdesigned to identify and utilize the role of
education in the prevention, control, and treatment of juvenile delinquency.
Compietion Date: July, 1977.

°
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The system of youth services proposed herein must first be understood in the context
of tha “whole” before we can deal with its parts as all of the system components are
interrelated and dependent upon each other. We wiil be dealing with this structure

primarily in terms of programming, organizational structure, organizational refation-

v ships and responsibilities. The following represents a brief description of this system:

The Youth Services System will be composed of three major components: one single
state level youth services organization, statewide protessional juvenile court services,

and a series of comprehensive community based youth services programs.

It is proposed that the single state youth services organization be established by legisla-

‘tive or executive action within the Department of Social and Rehabilitative Services to

carry out all state leve! functions of the system. This organization will be formed
through the consolidation of existing state service components and the establishment

of those new components necessary to accomplish the functions of a youth service

- organization.

The primary function of the single state ybuth services organization will be to imple- °
ment and maintain a total integrated youth services delivery system with méjor empha-
sis on private, non-profit community based services. All other functions and activities
of the single state agencv will directly or indirectly support this primary function.
Some of the specific activities of the agency will include:

Developing a comprehensive community based youth services delivery system
through:
.A. Community awareness and mobilization.
B. Identification and mobilization of potential services providers in
' the community.
i C. Technical assistance to community groups and providers in program
development,
D. Technical assistarice to community groups and providers in reéource
development and procure’ ..ent.
E. Monitoring community youth services delivery systems and facili-

tating improvements in the system,

Develop innovetive program models for dealing with youth problems in r‘articu-

lar communities.
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Develbp a system for the evaluation of specific programs in terms of their
ability to impact the behavior of juveniles. This system will be result oriented
and will attempt to realistically identify those programs which are most effective

in treating a particular type of youtn.

Coordinate and influence federal and state funding sources that directly relate‘

to prablem _youth in order to better insure the most effective utilization of such

-

resources.

Operate specialized treatment and correctional facilities {i.e., training schools)
that will provide’ quality services for those youth who cannot be supported by
their own communities.

Develop treatment modalities in the state lavel facilities for dealing with problem
youth that can be exported to the community level.

Develop and manage a statewide client information system in the area of youth
services. This system will have the capability of tracking youth through the
enforceme;t/judicial “system as well as through various treatmant oriented
services. and programs. The purpose of this information system will be to iden-
tify problemé and gaps in the Arkansas youth services delivery system so that
resources can be better utilized to correct problem areas.

Develop an annual action plan for youth services in Arkansas which will identify
needs as well as solutions to those needs.

In keeping with the basic premises stated earlier in this document, the State will be

in.olved in direct service delivery only to the degree that communities are unable or

unwilling to do so. Initially, this will include the operation of the state training school

system, the operation of the state aftercare program, the development and operation
of a centralized adolescent treatment facility and a violent offenders unit.

As the degree of service capability and sophistication grows at the community level

through the systematic planning and implementation by the single state agency, the
State will reduce its direcf service involvement to the operation of a small, specialized
juvenile correctional facilities program. The average daily population of the training
school will be reduced by at least one-half. The state aftercare function will become a
juvenile court related function and the adolescent treatment component will also
become decentralized. '
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The organizationa! structure of the single state agency is intentionally community
oriented and is designed through both structure and process to limit the scope of
the training school program. This is all a conscious effort to place training schools

and the State’s role into a balanced perspective within the Youth Services System.

The bulk of direct service delivery in this Youth Services System will be provided

by a series of comprehensive community based youth services programs systematically

developed across the State by catchment area (specific geographic delineations). These .

comprehensive programs will grow to be the identified and sanctionzd youth services
agency for that specific area. They will be community managed and operated with the
single state agency providing some funding, ongoing'techhical assistance, evaluation
ahd monitoring. The single state agency wiil define specific program requisites and
resuits but will not specify the process by which these results are achieved. All of
these progfan\s will be under a private, non-profit organizational structure, will be
independent of the juvenile court, and yet will be a primary service resource for the

court.

The Youth Services System will insure that professional court services are offered on a

statewide basis. It is proposed that each juvenile court in Arkansas {whether it be a

muiti~county or single county operation) have the following court related services:

Court Intake
Juvenile Prokation Services
Juvenile Referee Services {as defined in the Juvenile Code)

Juvenile Aftercare or Reintegration Services

It is anticipated that these services will elevate the quality of judicial decisions affecting
juveniles and insure that each court has the necessary resources to arrange for and

insure alternatives to incarceration.

It. is recognizéd that our juvenile court system in Arkansas, which is constitutionally
protected, has built-in problems that cannot. be overcome under the current structure,
The professional court -sefvices proposed here are intended to ““make the best of a less
than adequate situation”. The ultimate solution to this problem in the judicial area

invo. 2s a constitutional referendum and the adoption of the famnily court concept.
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In summary, this tota! system s intended to prevent, treat, and control delinquency R
at the community level. It is predicated on the presupposition that:

if one single state level organization is the focal point for a!l youth services

and takes the responsibility for assisting communities in developing the
resources, and has the resources to do so, and

if there is a system of comprehensive youth services resources to prevent, )
_treat, and deal with community delinquency problgms at that level, and -1

if the resources available to juvenile court judges are increased along with
-increasing the quality of judicial decisions via professionally trained
referees judging cases, ' -

then the necessity for incarceration and state operated training schools will be oo

markedly reduced. It is anticipated that the results or consequential outcome of the

successful implementation of this Youth Services.System will ‘be only very limited g
. direct service involvement by the State of Arkansas. We expect that training school o

populations will be reduced to the degree that cne training school could be closed,

another converted to an open adolescent treatment center for adjudicated and non- ST
adjudicated youth, and one training schcal could be left to provide traditional correc- .
tional and habilitation services for delinquent youth. It is also anticipated and recom- !
mended that one small serious or vislent offender unit for youth be established in ' .
conjunction with the Arkansas Department of Correction, o

ar e

It is anticipated that eventually the vast majority of all juvenile corrections and treat-

ment will take place at the community level, .including what is typically thought of as o

It is understood that this is not economically or technolo-
gically feasible at this point and time, but it is something for which we must system-
“ atically plan and uitimately achieve. _ h

training school services.
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SINGLE STATE YOUTH SERVICES ORGANIZATION
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THAT THE DEPARTMENT OF SOCIAL AND REHABILITATIVE SERVICES
ESTABLISH AND SANCTION ONE SINGLE STATE ORGANIZATION TO
SERVE AS THE FOCAL POINT, COORDINATING, AND/OR SPONSORING
AGENT FOR ALL YOUTH SERVICES ACTIVITIES. Comgpletion Date:
July, 1977.
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Arkansas currently has a mix match of programs that irnpact youth. There are at
teast four major departments of state government, niumerous divisions, a variety of
boards and corhmissions, and an array Qf private and church sponsored programs that
either d'irectly or indirectly impact the target population in question. Within the

Department oi Social and Rehabiiitative Services alone there are four separate identi-

fiablé_'yo_pth services organizational units. They are the Training School Section in ‘

P’eha-bilitation Services Division, the Juveniie Aftercare Section in Social Services
Division, the Office of Youth Services attached to the Diractor's Office of the Depart-
men: of Social and Rehabilitative Services, and Youth Services Planning in the
Director's Office of thc Department of Social and Rehabilitative Services. The lack of
one central recognized service agency responsible for the sysieniatic coordination,
development, and mainténance. of youth services is seen as a major problem and one
of the precipitaﬁng factors in the development of our “nonsystem’’. There is-an
obvious lack of complementary efforts toward the common goal of delinquency
prevention, control, and treatment. There is little or no coordination.of existing
agencies and activities to treat youth in trouble as a ""whole person’’. instead each
agency characteristically operates independent .of one another, often dupiicating

services, and at times competing for each other’s resources and clients.

. The principles involved in the development of this plan identify 'the Department of

Social and Rehabilitative Services as the appropriate parent agency to provide the
central focus and state leadership in implemanting the Youth Services System,

The nasture of the problem and the basic premises ot this plan dictate that the only

reascn for the existence of a single state youth services organization within the Depart-

‘ment of Sorial and Rehabilitative Services is to assist communities in meeting their

specific needs. Through systematically meeting these needs a real system of youth
services emerges. This organization’s primary functions wiil include the implementa-
tion of the ""Master Plan”, ongoing pianning, program development, funding, training,

monitoring and evaluation of community youth services programs, operation of the

"state training schools and other specialized state services which communities are

unable ur unwilling to provide.

The role of this agency will be an overseer but not a governor or operator of the
community based system of youth services in Arkansas. They wiil be the responsible
advocate for the development of this tota! system ot youth services. ,

In the most simplistic terms th> tools necessary for this agency to accornnlish its
tasks include: the authority and sanction necessary to infiuence other state and federal
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agencies, the "front end’” sanction on how and for what purpose identifiable blocks
of youth services money is spent in the development of community based programs,
a vehicle for upgrading the quality of services provided, a method for evaluating
success and failure of the programs implemented, and a systematic direction to foliow.
The Governor, the State Legislature, and the Director of the Department of Social and
Rehabilitative Services can provide the sanction and authority to this agency. State

appropriation for community programming along with administrative allocation of

existing federal resources to this agency for distribution would provide the resources

to begin the implementation of this system. The Youth Services Master Pian provides
the systematic direction.

The crganizational structure necessary for this organization to accomplish the
prescribed functions is dependent to a large degree upon the parent organization
{DSRS). For the purposes here we will address structure and function in the context

of the components in the organizational chart or: the fellowing page.

There are two functional delineations into which this single organizatioh can he

divided. If one thinks of functions in terms of “line’’ (service output) and ‘’staff’’

(support to the line), then internal and external roles and relationships become clearer.
The “line” functions inciude the operation ov the: institutions (Training Schools,

' Reception and Diagnostic Center, Treatment Center, etc.) and development of com-
munity services. The “staff” functions incluae training, planning, evaluation, recearch
and demonstration, resource development, etc. Administrative services are considered
separately because of the specialization of their function.

This state organization would either bc statutorially empowered as a division or
through executive action receive authority and status commensurate with that of
DSRS divisions. ' '

i A TRAINING SCHOOLS

In keeping with the basic premises of this plan, the State will provide only those
direct services which communities are unable or unwilling to provide. One such
specialized servicg is our training schoo! program or youth correctional facilities
prograrn. Arkansas currently dperates three state training schools, two for beoys and
one for girls, and a coeducational Reception and Diagnostic Center. This service
function is currently- attached to the Rehabilitation Services Division, it is recom-
mended that the training schoo! section, its personnel and appropriation, be located
within this single state youth services organization.
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As mentioned eariier, the bulk of direct serﬁce delivery in this Ycuth Services System
will be provided by comprehensive community based youth services progrars system-
atically developed across the State. Both structure and process of this single state
youth services organization is intentionally designed tu support community based

_ service delivery and to limit the scope of the training school programs. This is a

conscious effort to place the training school program and the State’s role into a
batanced perspective within the Youth Services System. Heretofore our institutional
programs have dominated both the State’s expenditure and involvement in the youth

services area. As the overall Youth Services System is developed, the reduction of-
popuiation at the State’s training schools will be one of the primary measures of the

success of this total system,

The extent to which the single state organization is successful in the development of
'viable community based youth services programs will determine to a large dégree
what the training 'school_population will fcok like in the next five to ten years. With
the successful implementation of this “otal system, it is anticipated that the result
will be a reduction of the youth correctional institution average daily population to
less than one-half of their current level,

The job ahead for the youth correctional facilities section of this single stute organiza-
tion is twofold. It must develop and maintain effective correction and treatment
technologies for the youth in their facilities and must systematically redirect and
structure programs to meet the specific specialized needs of youth in the total system.
Specific redirection over the next six years includes: the conversior of one facility
into an open adolescent treatment center for boys and girls, the development of a
serious or dangerous offenders unit in conjunction with the Department of Correction,
the gradual phase out of one of the training school facilities as such, the retention of
one facility for adjudicated delinquents whicn will offer a full range of youth
correctional services, and the eventual phase out of :* - -Jolescent treatment facility
as community based treatment becomes available. !t is anticipated that eventually

the vast majority, if not all, youth correctional activities will take place at the com-
munity level,

Tﬁe training school poard, which currently has governing authority uver the training
school activities and its director, will retain all of its vested powers and authority, It
is proposed that they have broader advisory responsibilities for the overall system,
The organizational lication of the board would be elevated to establish a direct
relationship with the head of the single state youth services organization. It is
important that the training school director does not receive direction from two sources
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i.e., from the director of the single state organization and the trajning school board.
We currently have such a bifurcated or dual arrangement with the director of the
DSRS' having some authority and responsibility for the training school system and
its director while the training school board also has certain responsibilities and
authoritieé in this area. It is proposed that all directives, policy statements, and formal
communications frem the boarcd regarding the training schools go through the head of
the single state youth services -organization. The director of the training schools will
report directly to the head of.this organization, This promotes and facilita}tesA effective

single line communication.

The interrelétionships of the overall system components become obvious when
speaking of the various and fe!ated functions of this single state youth services organi-
zation, It is criticaliy important that the organizational head have responsibility for
the State’s role in the total system. His/her deputies will include community services,
correctional facilities, and staff services (i.e., planning, evaluation, training, etc.)
which will be directly responsible to this one organizational head. Such an arrangement
insures continnity between community and institution and facilitates problem solving
and the singfe direction that is so grossly needed. ‘

STATE AFTERCARE

Although the process of reintegration is.critically important in the success of youth
returning home, the state aftercare program is not a part of the proposed Youth

Services System. In fact, it is recommended that the state aftercare function be phased

19

out within-two years. This function will.become a part of professional court services. .

Arkansas’ state aftercare program represents the system of parole for youth who have

been committed to the training schools. Legal sanction for this program is provided

"and mandated in Act 20 of 1968 which states: “The board (training school) shall

establish a system of parole and a program of pre-parole and pre-release orientation
for ju(venilcs to the various training school facilitie and shall employ such personnel
as it shall deem necessary to carry out the parole system and the pre-parole and pre-
release orientation program’’. Qriginally this program was operated by the training
schoo! department ard was under the direct supervision of its executive director.
With the dismantling of the Juvenile Services Division the aftercare section became a
part of the “Sacial Services Division’s field operations. '

With very few exceptions, all youth committed to the training schools participate in

the state aftercare program upon release, Under the formal system of aftercare, the
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appropriate youth services counselor is notified of the commitment of a youth from
his area two to four weeks after the court has made that judgement. Notification takes
place after the youth completes evaluation at the Reception and Diagnosiic Center.
Records are forwarded to the field supervisor, along with a certificate of assignment,
which is in turn sent to fhe appropriate counselor.

Usually within three weeks after receipt of notification the first contact is made with
the youth’s family. Therefore, the time between commitment and first contact with
the family may be between one to two months. At this time, a home study is
completed along with a recommendation for placement after release. This is forwarded
to the training school and central office.

Juvenile Services policy calls for one more contact with the family for a follow up
report. The first pre-release staffing for youth at the training school is usually held
approxirnately three to four months after the youth’s commitment, The girls’ training
schoo! tends to have the first siaffing earlier than the boys’ training school. The appro-
priate-field staff person is usually notified before this staffing, and whenever possible,
youth services counselors attend these staffings. While at a particular institution for
the staffing of a youth, counselors are encouraged to visit with other youth on their
caseload. Youth serVices counselors normally see a youth one to three times before
he or she is released from the training school. At the staffing the youth services
counselor may be informally notified of the probable date of release of the youth. A
. status change form is the formal notification document completed by the training
school. This ic sent to the field supervisor at the time a student is released either to his
’home, the home of relatives, or an alternate residential piacement. The supervisor
forwards the status change form to the youth services counselors who then is respon-
sible for contacting the vouth and his family as soon as possible. Because of the time
loss in mailing and because many counselors serve several counties, the youth may be
heme from one to three weeks before he or she is contacted by the counselor. The
degree of contact during the aftercare process may vary according to the needs of the
child and the workloads of the counselors.

The Juvenile Services Section has several options regarding the type of release. The

most common forms are trial release and parole although discharge and furlough may
also be used. '

Trial Release

The condition on which a student who has been assigned to one of the training schools

is released from the jurisdiction of the school to return to tne community is trial

PRSI
a1

iy
wafioa 4

Fan

o

1,
W

gt

]
7

e

i3







oy

P}

higts e IS

release. The training school staff, through the superintendents, forward the release
requests to the executive director for board approval. Youth placed on trial release
from the training school or Recepﬁon and Diagnostic Center sign a release agreement
with conditions listed. Parents and guardians of the youth also sign the agreement. The
conditions of the release are determined by the training schooi staff, the youth, and

the youth services counselor. Any changes in the conditions are made by the youth

services couiiselor and the youth with the approval of the -supervisor. While on trial

release, the youth is placed on the caseload of a youth services counselo_r' and taken
off the daily population records of the training school. If the youth does not
successfully fulfill nis obligabtions under the trial release, the youth services counselor
may have him recommiited. The youth can only be returned for documented reasons
and only with the abproval of the director of probation and parote who will notify
the superintendent »of the training school from which the youth was released. The
status of the youth may be changed by the youth sewiceé counselor from trial release
to parole or discharge upon his recommendation. No formal court action is required
for the revocation of trial release. Parole release returns jurisdiction to the community,
but the youth services counselor has thé responsibility for aftercare of the youth for

up to one year. New court action is required if parole release is to be revoked.

Discharge

The condition by which the state terminates al! reiations with the youth, either due to
his or her having reached majority, subsequent higher court action being taken, or any
condition which would indicate that aftercare supervision is no longer necessary or
possible is discharye. When a youth is discharged, court action will be required to
return him to the training school. The central office is nctified and action is taken in
closing the youth's case; again, court action is necessary to bring the youth back into
the system.

Discharges may be made from the training school and community by the field staff.
Training schoo! discharges are made when (1) the youth reaches majority, (2} he joins
the Armed Services, (3) he joins the Job Corps, (1) the youth is accepted at the
Children’s Colony, (5) the case is referred back to committing court with reconwmenda-
tions for disposition, (6} the youth enters job training and aftercare is not necessary.
The centra! office discharges youth through recommendation of the youth cohné’e!br
when (1} it is determined that aftercare supervision is no longer necessary, (2) subse-
quent higher court action is taken, (3} the youth is out of state and reaches majority,
(4) the ybuth is paroled to job training and reaches majority, and (5) the youth joins
the Armed Services or the Job Corbs.
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Furlough Release

When a student who has been assigned to one of the training schools is released from
the training school for a short period of time i.e., a holiday or weekend, but remains
under the jurisdiction of the Training School Department, the condition is knoWn

" as a furlough release. A furlough may also be used for a lonvg period of time such as
ar: extended training or freatment program in which the youth is participatina. Field
service supervision may or may not bé used. It is a decision of‘the training school
staff. The central office is notified of a furlough release, and the youth is kept on the
population roles of the training schools.

In addition to all of this, the Juvenile Code of 1975 requires approval of the
committing court before any major change in the youth’s circumstances can be
effectuated. The counselor ideally helps the youth in alleviating problems that rhight
exisi in the home and helps to provide an atmosphere in the family setting, the com-
munity, and Schodl that is conducive.to the child’s return and reintegration. National
Stardards and Goals deﬁne the youth counselor’s role as ‘‘the task of parole staff is
to intervene between the offender and his work, and, if needed, to work with him to
find satisfying and legal modes of behavior””.! Youth services counselors, however,
find themselves with conflicting role expectations. They are expected tov'supervise and
monitor progress for youth returning from the training school as well as provide
supportive vounseling and services to the youth and his family. It is difficult to provide
support when the “helper’” is perceived by the client as a “‘checker’’. Because of the
' caseloads, large geographic areas covered by the counée!ors, and agency requisites, the
primary functional responsibility of counselors tends to become supervision and

monitoring.

There are ?2 youth services counselors and 8 regional supervisors. Map | shows the
location of each counselor by region as well as the location of the three .training
schools. As previously mentioned,. the counselors cover large geographic areas, The
counselor from Fayetteville, Region t, must travel 221 miles one way to see a youth
vat the Pine Biuff Training School. Table | on the following page shows selected

counselors and their distance from the training school.

1Corrections, Nationa! Advisory Commission on Criminal Justice Standards and Goats, p. 408.
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"TABLE |
DISTANCE BETWEEN SELECTED YOUTH SERVICE COUNSELORS
AND THE PINE BLUFF TRAINING SCHOOL”

Number of Miles to Pine Bluff Training School

Location of Counselor

Fayetteville S . 221
Fort Smith 199
Texarkana 152
Jonesboro ' 149
Qsceola - 180

*Miteage taken {rom the 1974 Highway Department State Highwzﬁ/ Map.

For fiscal year ending June 30, 1976 the state aftercare section expended approxi-
mately $461,000 to provide services to approximately 809 youths,

There are a variety of reasons for proposing the phase out of the state aftercare
function. The pr'ogram has only a limited scope of responsibility for youth in the
justice system, from time to time he/she returns to the community until parole is
completed. The committing court has usually had contact prior to adjudication and
has jurisdictional responsibility throughout commitment process and after return.
There currently exists considerable role conflict and duplication of services between
state aftercare and county probation staff. The basic premises of this plan logically
places this function with the committing court. The premises that speak directly to

this include:

That, by nature, delinquency is a community -problem and its prevention,
treatment, cad contro! is more efficiently and effectively administered from

the community level.

That the State should not be a direct deliverer of services except to the degree
that communities are unable to do so.

That state services will be utilized by communities only to the degree that

community resources are not available.

Generally speaking, when a youth is committed to the training schools he/she has been
before that court several times. In all probability the court staff {usually probation
officers) have been dealing with the youth and his family for some time. Approxi-
mately 75% of the yquth at the training schools have been on formal probation pfioy
to commitment. This committing court and its staff is to whom the youth conéider§
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himself accountable; his orientation. The state aftercare staff has had no formal
contact at this time. The new Juvemle Code rests the legal 3uthor|ty and responsi-
bility for the youth while in the trammg schools with the judge of the committing

court. The youth cannot be released or placed elsewhere without the consent of

- this judge. When ‘the youth returns to the streets of the ccmmunity the system‘that

sent him is the system to .which he is ultimately responsible.- In all probability the

‘court’s probation staff will have most contact with this youth. The state aftercare

staff is nothing more than a quasi agent for this court. Any decisions affecting the
youth’s living situation, i.e., return to the trainéng school, must be approved by the
court. This sort of organizational arrangement is a fair example of “‘res ponsxbuhtyv
without authority”. This type of intraorganizational situation is a common preci-
pitator of system dysfunction.

Professional court services will be outlined- in detail later. I‘t is proposed that the
function of reintegration be located in this component of the Youth Services System.
The job of state aftercare for the next two years will be twofold: To continue after-
care services where community resotirces are undeveloped and to develop the resources
necessary for counties to assume ‘this responsibility. It is proposed that a policy
decision be made against filling any vacancies in this unit, Emphasis will be placed
on managing cases and not providing direct counseling services. It is anticipated that
a small core of staff will be retained after phase out for case management and insti-
tutional liaison purposes.

COMMUNITY SERVICES

There seems to be a growing awareness at ail levels of our society that we must look to
the youth’s community for solutions to the problems of juvenile delinquency. Time
and time again federal and state systems have been established to deal with youth
problems, but for the most part they have been failures,
i .

The community in which a young person resides has ultimately got to be the piace
where his probiem is dealt with. Youth may be removed from their environment for
a period; but in the end, the youth must return to and cope with the communify in
which the problem started. '

So, in essence, if it can be agreed that deliriquent or deviant behavior of youth to a
great degree is precipitated by an inability to cope successfully within the environ-

menta! structures of the community, we must {ook moré and more to communities
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‘ ~ to deal with the problem. Without more attention and emphasis in this area, it is
N - unlikely that we can ever'effecti\}ely dea! with the problems of delinquent behavior.
The most we can ever hdpe to accompiish is to continue to react to symptoms and

impose solutions that may not be appropriate.

With this as a presupposition, there remains the problem of getting communities to
deal with the problem. For some time now the philosophy of the major actors in
‘the enforcement/judicial system of maost communities has been'oqe of “out of sight --
out of mind”. It hos been much easier to let the State assume responsnblhty for
® probiem youth. '

By sending a problem youth to an institution outside of the community, the com-
munity does not have to deal with the problam. At best this is only a temporary
solution because the youth wiil eventually return to the community, nften more of
a problem than -when he left. This only provides a temporary moratorium for the
'community. tt seldom, if ever, provides a solution to the problem.

However a growmg number of communities are genuinely concerned about its youth

P and their problems and are sincere in their efforts to deal with the probiem of delin-
quent behavior at the community level. The problem that arises is that most com-
munities and community groups lack the knowledge base, resource base, and .
technical skil!s to adequately deal with the problem.

® The Community Services Section of the single state organization is considered the

. primzary program development and implementation arm of the system. This organi-

- zational unit provides the expertise necessary for community problem solving and

program development. It will be this unit's responsibility to develop the sysiem of

-~ comprehensive community based youth services programs in Arkansas. It will establish

[ methods to facilitate cuordinated working relationships between various community

agencies delivering services to youth, mobilize potential resources within communities

‘to develop needed programs, and in effect become the community program develop-

ment advocate for and with communities. This unit must operate in an extremely

flexible, responsive, and dynamic mode. They must continuously assess variables

. within communities and be able to alter strategies on the spot while at the same

v time not losing sight of the overall goal. The staff will be generalist having a working

knowledge of various funding resources, regulations, desired program models and
community dynamics.
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As this unit begins developing the community based service delivery system, it will
have the direction of the Master Plan, the ““front end” sanction on blorks of federal
and state youth services money, and the support of the staff services section of the
single state organization. It is anticipated that through the efforts of this unit the
majority of ali youth services will be provided by the communities themselves. The
task of the State will be to assist communities in solving their own problems through

effective programming.

STAFF SUPPORT SERVICES -

The staff services section encompasses all of the functions and activities necessary to
sUpport the “line” functions. The most obvious of these are the functions of Planning,

Evaluation, Training, and Resource Development.

This tofal system is built on an outcome model. In community services, for instance,
the State defines the desired outcomes and general program types i.e., non-residential,
but not the process. Communities determine the specific program and process by
which the outcomes are reached. Client and prograrﬁ impact evaluation models provide
an effective management, planning and program control tool. Since the State will be
sponsoring but not operating the community based service delivery systemn, this tool
is critically important. Eventually, patterns of successful achievement of outcomes
will emerge in specific programs. Comparative analysis of prograinming will be a

major determinant of which programs work and which programs do not wurk.

Planning and Evaluation

The mission of the Planning and Evaluation Section will be to collect data, determine
needs and priorities, design new and innovative programs to meet the needs of delin-
quent and pre-delinquent youth in the State, and operationalize the Youth Services
Master Plan. Specific functions will be:

To implement and manage a system of data collection, storage, analysis, and
reporting as to the various contacts youth make with the Juvenile Justice

System.

Provide the Community Services and Training Section with the necessary data -

support to aid communities in developing progranis and meeting the training

needs of workers in the State.
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Work with the Community Services and Training Sections in developing an
overall action plan that would determine th2 direction that youth programs
should take. _ . i

Provide programmatic technical review and comment on all subgrant appli-
cations seeking LEAA or Title XX funds in order to develop community based
'youth programs which will be coordinated with regard to overall direction,

standards and goals. -

Qversee the administration of the -block of state match that will be added to

the local match for programs in the system.

‘Devélop a comprehensive needs assessment as to the identified problems of
*" delinquent and pre-delinquent youth in the State.

Develop priorities as to types of youth programs needed and standards end
goals that such programs must adhere to in order to effectively meet idéntified
needs. ’ '

-

Develcp a sysiem of evaluation that would accurately a. ss the strengths and -
P weaknesses of the wide variety of youth programs in Arkansaé, and make the
A results of such evaluations and programs available to the Community Services
. Section so they will be able to implement specific chaniges that would improve
l " the impact of youth services programs. -
|
l The overall purpose of the Planning and Evaluation Section will be. to look at the
‘ entire Youth Services System, identify needs, develop concepts and plans to meet
| the identified needs, and provide direction and guidelines which, when implemented,
' would provide communities with a common, comprehensive approach in meeting the

* needs of youth at the community level. ‘ e
* Training H

The leng range vehicle for insuring quality services for youth is training. When and as o
the system of youth services emerges, the ongoing training function should become a

major priority.

The goa! of the Training Unit will be to provide training and educational services tc

juvenite workers at all levels of the State regarding new developments and directions ' /
within the area of‘juvenile services as well as iechniques developed in coping with

'specific {uvenile problems.
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Specific functicns include:
To realistically determine the state training needs for youth workers.
To develop and coordinate training programs.

To equi'tably distribute monies and opportunities for.quality training to all
youth workers in the .‘_State.

To administer pre-evaluations of all training progiams funded by the Training
Unit. '

To develop and implement an effective communication system that would
provide agencics nd juvenile workers with needed information.

To develop a “'resource” bank of agencies and professionals at the national,
state, and local levels who have demonstrated a degree of expertise in specific

‘juvenile areas and to make such information easily accessible to professionals

and agencies in the juvenile area.

To distribute educational and training materials in the area of jrvenile problems,
programs and services.

The implementation of this unit will upgrade the education and competence tevels of

- all youth workers in the State of Arkansas, ideas, and approaches for dealing with

juveniie problems at both the state and local leval.

Resource Development

Ongoing resource development and coordination will be a critical factor in the surviva!
of the system of youth services in Arkansas.

Services to youth in trouble, unlike many areas of human service need (i.e., mental
health), have no single major federal funding source. ‘The Juvenile Justice and

‘Delinquency Prevention block money to Arkansas provides rcughly enough resources

to operate one good comprehiensive area program. We reed at least 14. There are at
least five major federal sources that have some funding responsibility for this target
population. Most of these are for specific problem subtypes such as drug abuse,
povefty, etc. Resource exploration, development, and coordination is a technology
in itself,

The primary objective of the Resource Development function will be to identify
federal, state, and local funding sources which have resources available to facilitate
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- the development and operation of comprehensive community based programs and
sewices_for‘youth’(i.e‘, Title | Special Education, Drug Abuse Prevention, LEAA,
Title XX, and Quorum Court State Per Capita Turnback funds).

The géneral functions include the foilowing:

]

" To develop mechanisms of improving community’s resource procurement and

utilization {i.e., multiple federal, state, and local funding).
! .
To develep plans for maintaining ongoing and flexible funding.

To develop goals and standards for employing state per capita turnback monies
for part of Iccal match as incentives for development of the network of compre-
-hensive community based programs.

To assist communities in identifying and getting access to potential funding
sources.

It is important that the single youth services orgatiization ‘have authority and/or
influence over the allocation and/or administration of state and federal youth related
monies for community programming. I{ is recommended that a mgajor block of
Arkansas’ Title XX monies ($6 million to $8 raillion at full operation) be allocated to
this organization for the operation of comprehensive community based youth services
programs. It is further recommended that this organization be allocated between

$500,000 and $750,000.in state money to assist communities in the match for federal

dollars.

CONCLUSIONS

In summary, an organizational structure must be developed and implemented which
‘will have the. legal sanctions to provide the necessary functions and services essential -

to a statewide system of youth services. Such an organization would have the responsi-
bility for Aproviding the leadership, guidelines, coordination, planning, accountability,
and overall direction of programs and services relating to youth problems in the State
of Arkansas. Consequently, it is recommended: A

THAT THE DEPARTMENT OF SOCIAL AND REHABILITATIVE SERVICES
ESTABLISH AND SANCTION THE SINC!'t STATE YQUTH SERVICES
ORGANIZATION TO SSRVE AS THE ¢ AL POINT, COORDINATING,
AND/OR SPONSORING AGENT FOR ALL YOUTH SERVICES ACTIVITIES
iN ARKANSAS. Completion Date: July, 1977.
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The implementation of ‘this recommendation will require the following action steps:

Organizationally locating the Training Schoc! Section within this single state

youth services organization. Completion Date:July, 1977.

" Organizationally- locating the state aftercare section within this single state
youth services organization. Completion Date: July, 1977,

Establishing the organizational functions of program planning, monitoring
and evaluation, training and resource development for youth services in the

single state organization. Completion Date: July, 1977.

Estabtishing authority in the single state agenicy for. allocation and/or adminis-

tration “of state and federa! youth related. monies for ccmmunity programming.
Completion Date: July, 1977.
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ESTABLISH A STATEWIDE SYSTEM OF COMPREKRENSIVE COMMUNITY
BASED YOUTH SERVICES PROGRAMS. Completion Date: July, 1283,
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As stated earlier, delinquency is by nature a community phenomenon. The behavior

of youth to a large degree is determined by the environment in which they function.

"~ When considering approaches for the prevention, treatment, control, and amelioration

of delinquency, one must think in terms of the environment in which it occurs.
Because this phenomernon is so situationally defined, state agencies find it frustrating
and extremely difficult to effectively deal with this problem, Many states have chosen

“an almost totally state operated approach to the'situation, including. state employees

in county court systems, state owned and operatied residential care facilities, and, of
course, state operated training schools. Other states have chosen to remove themselves

from the youth services arena by tearing down existing institutions, making masses

of money available to community providers, and legislating state non-involvement. in’

almost every case, these program decisions were based on 'reaction to pressure’’.

Almost without exception, there has been no systematic planning or 'master plan’’

for action. States terid to either evolve into the system .of services they currently have
or, through reactionary decisions, establish their new system. Until the development

of this plan, Arkansas was no different from.other states in its approach to youth -

services. There existed, and still exists within the State, an obvious and glaring lack
of uni'fication, coordination, and common goals for the system of youth services.
Arkansas has evolved over the years into a mix-match of programs, procedures, and
practices, which collectively scarcely resembles a “‘system’’. We have multi-level
governmentally sponsored programs, privately sponsored programs, and church
sponscred programs working steiiunes at odds, sometiimes together, but usually

dealing with only pieces of the delinquency problem.

A system or complex of non-governmental community based youth services programs
is seen as the heart of Arkansas’ prop: sed system of youth services. This should not be
interpreted to mean that the State will be removed from the youth services arena, but
that the rcle of the State in the development and operation of the system of
community based youth sérvices will be clearly defined. By. developing community
based programs, Arkansas will not merely achieve its "system’’ of youth services,
but programs will be developed around cefined objectives aﬁd goals explicitly related
to the prevention, control, .and ‘treatment of juvenile delinquency on a statewide
basis. ' ' '

At the present time, there are several major state agencies dealing with youth problems
at the community level in \/arying degrees. They include the Juvenile Training School
Section, the Office of Youth Services, the Division of Social Services, the Governor's
Commissi'on on Crime and Law Enforcement, and Community Mental Health. When
added to other agencies such as the Office of Drug Abuse Prevention and the Office

~of Alcohol Abuse and Alcoholism, who are involved to some degree with troubled
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" youth, one is understandably overwhelmed and confused when attempting to pursue

a rational and systematic approach to dealing with problem youth in their own
community. This prcblem is further magnified when one looks at the fact that each
of these-agencies is, to some degree, involved in community development activities
that impact youth around the State. The consequence of each effort o‘perati‘ng
in'de;.)e‘ndently and in virtual isolation of the others has resulted in less optimal achieve-

ments in the juvenile area. Some of the more important reasons for this are:

There is no centralized and standardized data collection, storage, and evaluation
system which can provide the comprehensive, qualitative data necessary to
assess the entire area, as well as the vaiious programs attempting to meet.

" problems.

Pilot programs are developed and funded through one resource without input
into what other agencies are doing in the same area resuiting in a large number
of similar programs fer particular types of youth and virtually no programs

or services for others.

Programs are established with limited federal funds which often terminate and

then there is not adequate planning to insure that such programs wiil be

continued or there is iimited knowledge of other funding mechanisms by the '

service provider to assure continued programming.

There is no single viable sanctioned agency or system for mobilizing community
groups to deal with local youth problems or to develop local programs for

youth in any kind of systematic or cohesive manner.

Local groups and agencies who want to develop services for youth dc not have
adequate knowledge of the various national, state, and local resources available
to them and are overwhslmed by the “"bureaucratic’ processes necessary to

obtain such resources.
I

There is no well established method of training youth workers in the State or
providing these workers, program administrators, and local communities with

cursent information regarding developments in the juvenile area. .

There is no centralized system for implemeniation of programs to meet

identified needs at the local or community level.

There is a general feeling of mistrust of local units of government, community

groups, and private agencies towards state or national agencies.
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Communities tend to develdp programs around funding sources with which

they are familiar rather than around actual community needs.

There is a lack of valid and consistent criteria, priorities, and policies for youth
problems in the State which results in the absence of a common philosophy,
direction, and goal for the State.

The results of the problems outlined above is that there is an extreme variance between
the ‘levels and types of commety programs available for youth in various areas
around the State. In some areas, for example, one will fmd a vast array of services
and programs for troubled youth, and in other areas vnrtually none. In addition, even
in those areas where ;here are a Iarge number of services, they tend to be concentrated
primarily on a specific segment of the troubled youth population, while the iarger
segment stifl remains virtually without local services. An example of -this is that the

" overwhelming majority of the approximately thirty group living facilities for youth

around the State tenc to serve the more intelligent, less severely disturbed youth.

EXISTING COMMUNITY SERVICES

Community based programs in Arkansas with structured activities designed to deal
with juVenile delinquency can generally be classified into three categories. They are
residential or substitute living situations, non-residential, such as those court related
programs, and those with both residential and nbn-residential components. The non-
residential programs are generally court sponsored probation agencies. Arkansas has
very few non-residential (non-court related) programs serving youth in trouble. The
residential programs are generally substitute IiVing situations ranging from private

foster care to large residential programs.

in 1974, the Youth Services Planning staff conducted a survey fo community based
programs, in Arkansas and found that 24% of the 83 community based programs
sampled derived their total income from private donations. A categoration of this
figure is revealing in that private donations accounted for 57% of the total income
for residential programs and only 7% of the total income for non-residential programs.
LEAA represented almost 30% of the tota! income for,non_—residential programs

(primarily county probation). These figures reflect the religious and community

affiliations of many residential programs as well as LEAA's traditional reluctance’

to fund programs serving youth other than delinguents. This statement is further
supported by the fact that LEAA represented only 4% of the residential income.
These programs traditionally served dependent/neglected children as well as delinquent
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vouth, The actual cost per child, per year for community based programs range from

$24.00 for a volunteer non-residantial program to $5,155.00 for a sophisticated non-

residential prcgrérﬁ' and from $293,00 for a secure detention residential facility to »

over $19,000.00 for an in-pistient treatment facility with child/staff ratios of almost
one to one. o

The residential programs accounted for 8% of the total youth served in Arkansas in

1974, while the 92% served were within the non-residential program environment.
Collectively, all of the program elements surveyed served about 17,000 youth with

the'average service duration ranging from 1.2 months to over a year. Residential

,progfams served clients for longer period of time on the average and this may be

explained by the fact that there are several large residential facilities providing long-
term care.

There are a few commun.ity based group living facilities for youth which offer services

for the more troubled youth. There are several reasons for this type of problem:

Considering the relatively few community based services currently available
for youth in the State, it is more logical to focus on those clients with whom
there is the greatest potential for success, and

The confusion over funding sources and the mechanics necessary to attain
them has perpetuated the practice of service providers developing new program
proposals based on past successful models.

What happens, in essence, is that in the absence of a single state level entity to contact

regarding youth programs, new potential service providers who want to offer services -

to troubled youth tend to seek assistance and aid from existing service providers who

have “gotten through the system’ and modeled the new programs after the existing

. ones which in effect perpetuates more of the same.

PROPOSED COMMUNITY BASED YOUTH SERVICES

Any proposed community based youth services system requires the following
considerations:

That delinquency or problem behavior on the part of youth is a socially defined

_problem and to a large degree is defined within the youth’s own community.
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That to begin to effectively ““act’” instead of continuing to "'react’” to the
problem, or emphasis in terms of programmatic and financial assistance needs
to be focused upon the community.

If a community or society has judged that a person is not acceptable be_cause
~of his/her behavior or attitudes, then the society has an-obligation to provide
suitable alternatives or an avenue by which the person can gain acceptability
and become a responsible person within the community.

Every problem youth in the State should have the opportunity_ for quality
services and programs. - o :

The principles involved in the development of this plan necessitates that a.compre-
hensive statewide community based program be accomplished through a single
direction, ongoing resources, a method of assessing impact of services, tying the
resources {money) to the sewiceé, and the technical expertise to develop and assist
in-maihtaining those services.

T2 accomplish thié, it is recommended that the State be divided into fourteen service
catchment areas. {See Map 1.) These geographic de'lineations would become "the
community” so far as program development, funding, and management purposes are
concerned. The core services system developed will be for the entire catchment area,
not for just one city or jurisdiction. This is not to Say, however, that there would not
be single city and county services as needed.

The single state youth services organizaﬁon will prescribe the basic service types or
parameters that will be developed in each catchment area. It is important to note that
the State defines outcomes or parameters not processed. Communities decide. the
process or how outcomes are reached. The single state agency must have “’front end
sanction”” for substantial amounts of federal dollars to fund these programs, It is
anticipated that four to six million dollars annually will be necessary to operate the
system of "comprehensive community ba_;ed youth services in 1980 when at full
operation. Although this is a substantial level of funding for 'youth in trohbie, the

services developed will also serve as direct resvurces to current state services providers, -

i.e., Social Services Division, Rehabilitation Services Division. Title XX is seen as the
primary federal funding source, although the Law Enforcement Assistance Administra-

tion, Arkansas Office on Drug Abuse Prevention, and others will play a vital rcle.

- An intricate part of the-ongoing funding of these programs is the State’s partial

financial participation in matching the federal dollars. It is recommended fhat the State
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develop a per capita turnback formula by which State dollars can be equitably
distributed among programs providing the prescribed comprehensive services.
These dollars would be appropriated to the single state youth services agency
specifically designated for this purpose. At full operation, it is anticipated that between
$500,0(_)0 and $750,000 will be needed annually for this function. Much of this could
be accomplished by cohsolidating existing state appropriations used for simitar

purposes. Social Services Di\'/isio.n currently has $150,000 annually, and the Mental

“~Health Division has over $600,000 for youth related community based programs.

To deal realisﬁcallV with the problem within the community, thére’ must be a centra!
focal point for the community to look to. This organizéiion ‘may be a newly
established agency, a consortium or collection of existing youth services providers, or
even a -body or group of concerned citizens such as the Junior Leagues, Lions Clubs,
etc. The O(Qanizatiorxal configurations would vary, but these programs would have the
basic structure typical uf human services organizations; and ahove all, they would be
the focal point for youth services within the commurnity. These comprehensi\}e
community based programs would be responsible for providing certain mandated
services to youth within a defined catchment area. A catchment area concept similar
to that used by Mental Health shouid insure services to youth in every county. in the
State. '

The single state organization for youth services would have the responsibility to
mobilize the coinmunity through technical assistance to develop the comprehensive
programs. Through a community developed uﬁit and assistance from the comfnunity
specialist of other agencies, local interested groups, and individuals, agencies would
be contacted to develop the programs within their catchment area. To further simplify

the harmonizing of services within the community, the funding and " follow-up

evaluations would be coordinated through the singie state level organization.

To begin to develop the system, it is essential that an organization be designated as

-having primary responsibility in the area of community services for youth. There

are several advantages that could be anticipated by designating one agenéy as having

primary responsibility for community youth services. Soine of them are:

Local providers could have one primary contact person or agencies with which

to deal in the development of local programs or services.
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Service or program duplication could be significantly reduced in that the

-various state agencies involved with youth would not be operating in isclation
‘of the others.

,‘The’ potentiaAl of ‘shared staff responsibilities between agencies could signifi-

'cantly reduce the admlmstratlve cost of the various agencies involved with

i
'

 Various funding sources could be better coordinated and utilized” so that

maximum allocation and distribution of funds could be better realized.

More plannmg could be effected to insure that, once started programs would
be more Ilkely to continue.

The State could begin to pursue a common direction in the area of youth

services delivery.

. There could be additional planning and evaluation support ser- ices available

to the community services section as a resuit of locating the commumty

services component in the single state agency for youth.
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Service Components

: Considering the previous factors mentioned, seven broad parameters of service have
‘ been identified. Collectively, these service areas constitute comprehensive community
:based ‘youth services programming and should be available to young persons .n
" trouble. They include: o ot
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Professional Court Services
Legally Trained Referees
intake
Probat’on
AfterL ire

| Clieﬁt NeedsAAssesément
Noﬁ-Residentia( Direct Services
Primary Prevention Servjces
Diversionary Services

Residential Services
Detention
Shelter Care
Emergency Care
Aiternative Living

information and Referral Services

Each of these service areas will be discussed in detail;, and some effort will be made .
to demonstrate how each of them functionaliy relate to troubled youth as well as how

each can collectively form the nucleus ¢f a comprehaiisive youth services system. -

Professional Juvenile Court Services:

These services are considered a prerequisite to all the other serivces. All court related
services will be organizationally discrete and separate from the other six services, but
are an intricate and absolute necessary component of the system. It is important,
however, that the community based services be a direct service to the courts but not
a part of the judicial process and court related activities i.e., probation, parole. These
services are discussed in more detal in the Professional Court Services Section.

Community Based Client Needs Assessment:

In order to effectively deal with youih problems at the community levelnthere must
be a method for determining what the problems are. By establishing a community
based system of providing quality client needs assessments, Arkansas can for the first
time begin to validly identify and document the needs of its problem youth which

45






P E—

46

in turn will enable more effective programming to meet the needs. In the past, such

evaluations have been provided at the State Reception and Classification Center

(a post~adjudicatory center). However, if local diversion is to become a reality,
evalution at the local level must be made available to the courts prior to disposition,

-The single state organization will be responsible for seemg that basic needs assessment -

data is consistent statewide. The client needs assessmenrt will become the baseline for
,measurmg success of the program through the outcomes of behaviorally specific
objectives as outlined in the client needs assessmerit,

1
All youth' committed to the Arkansas Training ¢ chool Department receive a post-
adjudicatory psycho-social diagnostic workup at the Receptlo*\ and Diagnostic Center.
During calendar year 1974, there were 777 admissions to the Center. Of this total,

- 32% were recommended for placement in a juvenile corrections mstltutlon However,
due to the lack of dispositional alternatives, 87% of these vouth were actually placed .

in a training school environment. Furthermore, 38% of the 777 commitments to
the Department were status offenders. :This wvariance between Reception and

Classification Center placement recommendatlons and actual placements, and the _

percent of status offender commitments evidences the need- to develop commumty

based pre-adjudicatory diagnostic and evaluation services. Without a uniform assess-

ment process, youth will continue to be programmed in a fashion which is inconsistent
wtih the basic intent of dispositional hearings.

There are several ways in which this component can be established. The most obvious,
of course, is through the Communit, Mental Health Centers in each of the regions.
Other possibilities which may be considered are: agreements with professional staff of
a college or university; diagnostic staff as a part of the comprehensive program: or
contracts with private professionals or agencies. Again, the process should be suited

. to the communities’ needs, not the State’s.

Non-Residential Direct Services:

j
These services should not be confused with the type of non-residential - services
currently offered by county probation programs. This partlcular service type is
virtually nonexistent at the community level in Arkansas. It involves a direct service
approach to that utilized in traditional youth services bureau programs (which
Arkansas does not have either). Basically, services would i<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>