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PREFACE

Over the past months the Socio-Environmental Research Center, Limited
has had the opportunity to examine many of the management issues relating to
residential alternatives to Jjuvenile detention. This report 1is a
condensation of such fissues and responses. As a work it touches on the
theoretical and the practical, the organizational and the managerial. It
probes the alternative residential forms 1in order to assist individuals,
groups, associations, communities, or states in developing alternatives to
Tong-term institutionalization.

Sixteen existing projects, which will remain unidentified, were visited
by SERCL members who met as appropriate with executive or project directors,
directors of finance or bookkeepers, board members, treatment staff,
consultants or other staffers to gain insight into their special problems
and their experienced responses. RESIDENTIAL ALTERNATIVES TO JUVENILE
DETENTION 1is a summary of their wisdom as seen through the eyes of the
Socio-Environmental Research Center, Ltd., of Milwaukee, Wisconsin. What
follows then is an examination of issues and a discussion of practical
solutions to management concerns. Included in the Appendices are sample
copies of by-laws, personnel policies, 'and a wide range of other documents
designed to acquaint the reader with the nuances .f project management.

Now that the task has come to an end, many persons should be
recognized.- First are the residential alternatives project staffs and their
asSociates, Tocated from coast to coast, who shared so freely of their time
and experiences. Second are the SERCL professional staff in the persons of
Lee Bowker, David Buckholdt, Jon Bushnell, Wallace G&Gingerich, Mary S.
Knudten, Sharon Noltz McLean, and Sam Stern, who shared, wrote, or helped to
develop this project. Third, are the research assistants/associates who
responsibly accomplished their assigned duties. They included Joan Curseen,
Yvonne Johnson, Stephen Knudten, John MclLaughlin, Mary Novak, John Novak,
Tom Riek, Mary Stefanec, Cathy Stamps, and Marcia Wright. Fourth are the
secretarial and production staff which membered Beth Brockmann, Cindy
Glover, the late Carolyn Metoxen, Karen Nolting, and Alice Ormson.
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Others should also be acknowledged. SERCL's Advisory Panel included
Thomas M. Young, Catharine Gilson, and Yitzhak Bakal, who critiqued alt
phases of the project. David Steenson and Gilbert Geis served as final
readers and offered their insights at various project points. The final
editors, Mark Sachner and Mary Lee Knowlton, added substantially to the flow
of ideas. Special mention should also be made of the contribution of the
staff of the Office of Juvenile Justice and Delinquency Prevention, Peter
Frivaldes, Phyllis Modley and Deborah Wysinger, the latter who has served
well as SERCL's Project Monitor. 1In addition, SERCL's Richard D. Knudten

and Nicholas Dussault served as Project Director and as Project Manager,
respectively.

Richard D. Knudten
Project Director

November, 1979
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CHAPTER ONE

INTRODUCTION

A. THE OBJECTIVE OF THIS MANAGEMENT REPORT

For many decades, especially after the development of the Juvenile
Court in Cook County, ITlinois, in 1899, questions have been raised about
the operation and treatment of juveniles in detention. One recent issue
concerns developing and managing residential alternatives to detention.

- This report concentrates on these facets of the problem.

An alternative to detention is a program which provides services to
young people whose actions have brought them to the attention of the

- Jjuvenile Justice system, though the actions are not serious enough to

warrant the youth's being held in a secure facility. This report provides
managers of such alternatives and criminal justice planners with background
information and guidelines that will assist them in defining, implementing,
operating and evaluating the provision of services. This report addresses
management problems at two different levels: the level of "nuts and bolts"
day-to-day details of managing an alternative detention program; and
problems which are involved when a community attempts to organize and
provide resources for such an alternative. Its focus isolates key
management issues, defines them clearly as they relate .to local needs,
identifies constraints 1in various community settings, and indicates to
managers how they may avoid a frustrating and arduous trial and error
process in developing a management system. The Socio-Environmental Research
Center, Ltd. has provided this management report so that Tlocal communities
may evaluate their needs and choose among alternative ways of providing
services.

1. Public Policy Objectives

The fimpetus for this document was the Juvenile Justice and
Delinquency Prevention Act of 1974, amended in 1976 and 1977 (Public Law
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93-415, 94-273, 94-503, 95-116). In Title I of the Act, Congress concluded
that the "present juvenile courts, foster and protective care programs, and
shelter facilities are inadequate to meet the needs of the countless
abandoned and dependent children, who, because of . . . failure to provide
effective services, may become delinquent" [Section 101 (a), (3)]1. Teo
address these needs, Congress asked for the creation of "community-based
programs and services for the prevention and treatment of Juvenile
delinquency through the development of foster care and shelter care homes,
group homes, haifway houses, homemakers and home health services, 24-hour
intake screening, volunteer in-crisis kome programs, day treatment, and home
probation and other designated, community-based diagnostic, treatment or
rehabilitative service; . . . Tand] community-based programs and services to
work with parents and other family members to maintain and strengthern the
family unit so that the juvenile may be retained in his home" [Section 223
(10),(A) and (B)].

The Federal and some state governments have attempted to meet these
goals through a variety of funding mechanisms. The Federal government has
provided Crime Control funds, both discretionary and on an individual basis
and block grants channeled through State Planning Agencies; dJuvenile dJdustice
funds (including Special Emphasis Grants), and Office of Youth Development
funds. Some states have also provided small amounts of funding for
alternatives to detention. Other funding is available through other social
service support monies. Sources such as Title XX and IV, Part A of the
Social Security Act, general state or Tocal mental health, medical support,

. or education funds have been made available to alternatives to detention.

However, as Donnell M. Pappenfort and Thomas M. Young report in Use of

Secure Detention for Juveniles and Alternatives for Its Use, "appropriate

use of both secure detention and of alternative programs can be jeopardized
by poor administrative practices. Intake decisions should be guided by
clear,. written criteria. Judges and court personnel should monitor the
jntake decisions frequently to be certain they conform to criteria." The
Law Enforcement Assistance Administration, first through the Office of
Technology Transfer, and now through the Institute of Juvenile Justice and
Delinquency Prevention, has recognized that the most well-intentioned public

-2 -
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policy goals may not be realized unless the services are implemented with
sound management techniques. This document, therefore, is designed to
assist Federal and state government to meet their detention alternatives

goals by improving management at the action level of the service provision
chain.

2. The Need for Alternatives to Detent%on

In many Jjurisdictions in the United States today, the only
alternatives available to intake officers at courts, Juvenile detention
centers or police are either a secure detention facility or release to the
family. In many situations there are no diversion alternatives, and where
alternatives exist, there is no designated official to systematically divert
Juveniles to these alternatives. Even where diversion programs or treatment
programs do exist, they are used only for deinstitutionalized status

offenders and are not available to pre-adjudicated Juveniles who do not
require detention.

This work assumes that providing alternatives to detention means more
than just finding a place for a young person to stay when s/he is in
trouble. It views an alternative to detention as a delinquency prevericion
program directed at keeping youth from committing more serious forms of
delinquency. It is hoped that referring Jjuveniles to an alternative to
detention will provide them with the help necessary to prevent their further
involvement with the juvenile justice system.

An additional working assumption of this document is that most
communities will not have to create a new service delivery system. Formal
services for Jjuveniles already exist where churches, Y.M.C.A.'s, other
social agencies, and community organizations are providing help to juveniles
in troubie. Therefore, a major goal of this report is to provide insight
into how organizing existing services into a better system marked by
increased management skills may contribute to the goal of creating better

- services to juveniles.

Perhaps the most prominent services provided on a nationwide basis are

-3 -



services to runaways and other status offenders. The Juvenile Justice and
Delinquency Prevention Act of 1974 mandated that "juveniles who are charged
with or who have committed offenses that would not be criminal if committed
by an adult, or such non-offenders as dependent or neglected children, shall
not be placed in juvenile detention or correctional facilities" [Section 223
(12)(A) 1. Since the passage of the 1974 Act, many states have tried to
remove status offense statutes from the legal codes, divert status offenders
from the juvenile justice system, and provide services to those Juveniles
who are diverted. Perhaps most important for the work here is that the
Federal government has aided the deinstitutionalization of status offenders
by financing hundreds of programs throughout the country that can now be
used as "laboratories" for analyzing ideas about the useful management of
alternatives to juvenile detention. Additionally, those programs that were
set up to deinstitutionalize status offenders and to shelter runaways can
theoretically be used to serve pre-adjudicated delinquents who do not need
detention.

3. Elements of a Successful Program

Several major factors appear to be associated with successful
programs. Among them are good management, a sensitivity to local needs, an
involvement -of community leaders, and a consistent flow of resources.

NG

a. Good Management

Inadequate management may be a significant factor in

substandard service delivery and transitory programs. Good management means

more than successful service provision. It also implies the ability to
effectively mobilize, organize, and direct people and other resources
towards a common goal over a long period of time. A1l too often, managers
of community services are highly skilled in providing services, but
unfamiliar with the management task of maintaining a continuing supply of
resources to keep the provision of services functioning. Because of the
specific service orientation of community managers, persons specifically
trained in management tasks are not often recruited by alternative service
systems. More often, a person skilled in providing services acquires some
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management skills by the time-consuming process of working within the
organization and uses these as well as s/he can in trying to cope with
administrative problems on a reactive rather than proactive basis.

Many difficult challenges face managers of alternatives to detention
programs. First, the funding sources for alternatives are rarely adequate
or secure for the future. Second, staff members in these organizations are
motivated by the satisfaction they get from helping young people solve their
problems.  This generally involves a significant 1level of personal
(emmitment which produces frustrations often 1leading to early staff
"burnout." Program administrators find this to be an especially difficult
problem to solve. Third, funding sources require specific but widely
varying financial accountability systems, necessitating the creation of a
fiscal system which will satisfy the differing accounting demands of

multiple granting agencies. Even the most durable programs have to come to
grips with this problem sooner or later.

b. Sensitivity to Local Needs

Residential alternatives to Jjuvenile detention are part
of the community's response to problems of its young people. Alternative
programs are most successful in securing resources, providing services, and
helping youth when the community accepts them as an essential source of
juvenile care. One of the greatest problems is community resistance, which

is apt to be much greater if the program is not directed toward meeting the
perceived needs of the community.

Because the Tlocal community is the environment within which the
alternative program must work, the need for sensitivity to Tlocal needs
cannot be overemphasized. This is particularly the case with programs which
have been created by people with "ron-traditional" 1lifestyles, such as young
street-people and other non-mainstream groups. Although these programs may
provide excellent services, have dedicated staff, and have remarkable
success rates, years may pass before they can deVelop work relationships
with other programs in the juvenile justice and social service delivery
systems. A separation from the community-at-large may lead to poor working
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relationships with other service providers, delays in referring juveniles to
proper placement, and increased conflict with the community's social service
response system.

c. Consistent Flow of Resources

Perhaps the most vexing problem confronting managers of

" alternative programs is finding reliable sources of funding for the long

term. Many programs are started with Federal funds. However, one of the
characteristics of Federal funding is that these funds are used as "seed"
money, directed at starting innovative programs rather than at maintaining
existing programs indefinitely. A1l too often, a Federal grant will expire,
and a program, which has fought so desperately to become established, will
be left without significant resources which permit it to continue. A
farsighted manager needs to anticipate this probability and to diversify
funding sources accordingly. With this accomplished, a program can continue
to attract qualified staff, plan new activities, and develop long-range
relationships with clients and other providers.

B. THE ORGANIZATION OF THIS MANAGEMENT REPORT

This report, which is directed toward the management of
alternatives to Jjuvenile detention, begins by addressing the major
management issues involved in creating such a program and then proceeds to
examine problems associated with providing effective services and with
helping the program survive as funding sources and client needs change.

This document places particular emphasis on the survival of the program in

the changing resource setting and addresses the day-to-day issues of
management, such as staff recruitment, operational policies, professional
services, financial and legal issues, record keeping concerns, management of
physical facilities, community relationships, and evaluation and planning
techniques. It further focuses on the demands various treatment modes place
on the management of facilities. Finally, the last part of the report
advances four models for organizing alternatives to juvenile detention which
reflect solutions to management problems in several community settings.

r
!
Lmimhonaiscins

The suggestions provided here are a composite of solutions offered by
programs Tlocated throughout the United States. Each was visited by one or
more members of SERCL's staff. Although they are not mentioned by name,
descriptions of their management and organizational structures have been

used as examples to illustrate what may be done for youth when a program is
well managed.

This report  also provides sample materials, such as forms and flow
charts, to illustrate how tasks may be organized and examines commonly
defined roles for Boards of Directors, Executive Directors, and other staff
members. The report discusses procedures to be followed in the hiring of
staff and the helping of these persons to become accountable and it further

_out]ines the types of resources available, both in the communities and

elsewhere, which may be used to sustain alternative programs. The report

gives particular emphasis to mobilizing community rescurces and to using
effective techniques for securing other funds.

Finally, this report presents models for residential alternatives to
juvenile detention. It gives careful attention to the problem of using
available community resources, whether provided locally, by states, or by
the Federal government, in the creation of a coherent service delivery
system. The suggested models are based on the assumption that some
management procedures and forms work better in some environments than in
others. The Tlast section, therefore, explains the modes of operation and
advantages and disadvantages of each.

C. SITE SELECTION PROCEDURES

Sites visited by SERCL represented a broad range of residential
alternatives to detention and were selected by a procedure which gave the
researchers informational access to a nationwide sampling of such programs.
SERCL began by defining the potential population and compiling a universe
from which to select sites for visitation. This process began with the
identification of program names, addresses, and phone numbers. Several
strategies were enacted to csllect this 1list. First, existing program
directories were located and integrated into the list. Second, a phone call
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was made to the juvenile justice planner in each of the fifty State Planning
Agencies funded by LEAA and to Youth Service Bureaus or equivalent units in
each state. Third, each alternative to detention, identified by the above
sources, was contacted directly by the respondent to provide information
about his/her project and other alternatives to detention programs in its
region.

Of the 2,353 questionnaires mailed out to solicit basic demographic

and Service data and information about each program's treatment approaches,
496 were returned. '

Once these responses were secured, SERCL staff categorized the
responses by program type and other useful criteria. Those projects
identified for visit were then selected according to several guidelines
developed for site visits. First, the sample should represent a variety of
service and treatment modes. Second, the sample should represent the
geographic areas of the country. Third, the programs to be visited should
have been in operation for several years and should employ experienced
alternative to detention staff who could provide special insight into
management issues. Fourth, a large number of the sites to be visited should
have multiple programmatic thrusts.

Although actual site selection was through a random sampling
process, the basic sample, once defined, was examined with reference of the
above criteria. Several programs were then added to the sample to address
deficiencies in programmatic types. This procedure brought the respondent

‘core of 500 to a working series of 40 programs, each of which was called and

administered a short questionnaire. The purpose of this contact was to
determine if the program actually was a true alternative to detention and if
it met the selection criteria for visitation. As a result of this telephone
contact, several sites were excluded from the sample. The final proposed
list of sites to be visited was then submitted to OJJDP for approval. Upon
receiving this material, 0JJDP made several suggestions for modification of
the 1ist. SERCL personnel visited the final group of 16 sites from January
through April, 1979.

D.  THE AUDIENCES TO WHICH THIS REPORT IS ADDRESSED

1. Managers of Alternatives to Detention

The most important audience for - this management report is
persons who are about to manage or who are already managing a program
providing residential services to juveniles. This report is designed to aid
communities wishing to start one or another alternative to detention and
those managers who wish to improve their management ahilities or to expand
their programs into different service modes. In general, this report
details procedures for improving program management.

2. Public Policy Makers

By using this report, those government agencies which fund
various alternatives to detention should be able to assess accurately the

management of such programs and to anticipate technical assistance needs.

Public policy makers, too, should benefit as they further understand how the'

policies envisioned by the Juvenile Justice and Delinquency Prevention Act
of 1974 are being implemented.

This information will give them an opportunity to re-evaluate policy and
determine which steps should be taken to achieve their goals. Members of
state planning agencies will also be assisted in the development of a system

of services in various localities. The focus on models for services will

permit states and regional agencies to improve their ability to convert
Tocal resources into improved service systems.

3. The Academic Community

RESIDENTIAL ALTERNATIVES TO JUVENILE DETENTION should be of
value to those in the academic community who have an interest in providing
services., Educators who train future managers of service organizations may
find it especially useful as a course outline for a seminar on management.

This is especially important because the recruitment of employees trained in
both service provision and management continues to be a problem.
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MANAGEMENT ISSUES
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CHAPTER TWO

THE FRAMEWORK FOR RESIDENTIAL ALTERNATIVES TO JUVENILE DETENTION:
COORDINATING THE PUBLIC AND PROGRAMMATIC ISSUES

The use of residential alternatives to juvenile detention should rest on
a careful determination of community needs for such a program, and on such
issues of public policy as the creation of a network of residential
alternative services in the community, the role of government in creating

such services, and the relationship between the public and non-public
sectors.

A.  THE NEED FOR DETENTION AND ITS ALTERNATIVES

The need for community juvenile residential alternatives should be
considered within the current framework of national and state legislation
pertaining to the topic.

1. The Current Status of Detention

The Juvenile Justice and Delinquency Prevention Act of 1974
mandated that Juvenile Jjustice policy emphasize prevention of delinquency,
diversion from the traditional juvenile justice system, and development of

.alternatives to the holding of juveniles in secure facilities, both before

and after adjudication. In the 5 years since the passage of the Act, the
response from various states and Tlocalities has been mixed. Some states,
whose programs were in accordance with the Act, continued or accelerated
their efforts to reduce the number of juveniles being detained and/or
incarcerated. Other states and communities took no action, citing lack of
facilities, funds, and/or absence of clear direction from the Federal
governmgnt, or support for the policy. However, as the goals of the Act and

~ the arguments for reducing the number of juveniles in secure detention were

communicated to state and 1local officials, interest 1in residential
alternatives to Jjuvenile detention increased even in the more reluctant
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states.

Today, most communities have begun moving to implement the Juvenile
Justice Act. They are developing a juvenile Jjustice policy which stresses

prevention and minimizes the punitive holding of pre-adjudicated juveniles

in secure detention. Fewer communities now use one jail or Tock-up area to
mingle pre- and post-adjudication juveniles and adult prisoners.
Increasingly, communities are emptying the Juvenile detention halls and
moving to an expanded use of alternative services. Typically, this
progression is as follows: First, remove juveniles from all contact with
adults while in local jails or Tlock-ups. Second, eliminate contact between
convicted juveniles and pre-adjudicated juveniles who may be in .the same
detention center. Third, remove juveniles who do not need to be detained
from jails and detention centers and develop alternative service systems.

Most juvenile justice system practitioners openly support the goals of
separating detained youth from adults, and convicted juveniles from those
not yet adjudicated. Thus, the development of separate facilities for
pre-adjudicated juveniles is often openly supported in many -locales.
However, the goal of placing juveniles who are awaiting adjudication in the
least restrictive environment necessary for the safety of the individual and
the community has not been widely accepted or adopted. In most communities,
the reason given for retaining the policy of holding pre-adjudicated
juveniles in secure detention is simply that there are not any alternative
placements available in the community.

The creation of an alternative system of services for juveniles, as one
might think, is a Tong and sometimes difficult process. Each community must
decide what its particular policy towards detention should be and what
service response it should make. At the outset, the community should
recognize that although the need will always exist for detention facilities
to hold the most serious and violence-prone accused delinquents, many
juveniles who now are placed in existing facilities may safely and more
appropriately be placed under supervision in other housing alternatives
where benefits may be greater for them as well as the state.
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~ Many communities that have overcrowded detention facilities have found
that an alternative service system may reduce operational costs as well as
eliminate the need to build additional detention facilities. Therefore,
they have been able to realize fiscal savings with the development of
alternatives to detention. The same 1level of expenditures by the
alternative system also often provides better services to juveniles.

The development of an extensive alternative service system has also been
justified on the grounds that the traditional detention approach is
primitive and unsuited for Jjuveniles whose behavior might be changed by
improving their family situation or by changing their self image.
Additionally, most juvenile detention facilities are merely holding stations
for juveniles, providing minimal services. If they do provide services,
such services are often highly institutionalized and rarely individualized.
If counseling services are offered, they are often limited to controliing
juveniles who are in custody and are not directed towards resolving their
current behavior probiems.

Detention center limitations are perhaps the most apparent in addressing
the juvenile-parent or Jjuvenile-family problems. In many instances, the

most effective treatment may be to involve the family in counseling.

. Detaining the Jjuvenile in a holding facility makes it difficult for the

family to have access to him/her and for the counselors to include all
parties in any program. Additionally, removing the juvenile from the family

situation makes it difficult for him/her to address the problems associated
with family 1ife. ’

Many juveniles placed in a detention center do not need punishment but
rather preventive action to divert them from more serious delinquent
activity. This can best be accomplished through an alternative service
network that 1is concerned with aiding those youth, who, without the
intervention of some successful treatment, run a high risk of additional and
more serious involvement with the Jjuvenile Jjustice system. Because many
youth have gotten into trouble with the law by acting out their frustrations
with family or school in inappropriate activities, a detention center fails
to address the primary causes of their delinquent behavior. An alternative
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service network, however, is designed to give Juveniles individualized
attention, respectabie role models, improved peer relationships, access to
trained counselors, and an opportunity to involve both the juvenile and
his/her immediate family in problem solving. It also has the flexibility to
handle a wide variety of individual juvenile problems. :

Another reason for providing a wider range of alternatives to detention
js that adjudication may not be necessary for many Tirst-time offgnders.
Many youths should neither be detained nor placed in an alternative program,
but should be returned to their families on their own recognizance pending a
hearing. Some Jjuveniles often mature or resolve the problems that caused
their involvement in delinquent activities without going through the
juvenile justice system or, for that matter, any treatment program. In
these situations, a stay in a detention'faci]ity while awaiting adjudication
may be unnecessary and even harmful. Rather than allowing the maturation
process to continue in a positive manner, it may expose the Jjuvenile to
situations that lessen respect for authority and stimulate greater
rebelliousness and hostility. Referring such youth to an alternative
service network not only will provide them with a place to stay and with
supportive services until the emotional crisis has passed, but also spares
them the negative image-making of the detention process.

Alternatives to detention may also be used to avoid placing a label or
stigma on juveni]es'who have not committed serious delinquent acts. Many
juveniles who have been placed in detention are labeled delinguent and find
that others expect continued delinguency from them. This stigma may follow
them throughout their Tives and may restrict their future employment and
educational opportunities. By minimizing unnecessary involvement with the
juveni]e justice system and unnecessary detention in secure faci]itjes, the

‘problem of labeling may be decreased, if not disappear.

Overall, an alternative system of detention provides a flexible and
jndividualized response to the treatment of those individuals who do not
need secure detention. It may also serve to prevent Future delinguent
activity. '
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9. The Need for Detention

Although many Juveniles accused of less serious delinquent
acts do not need to be detained in a secure fTacility, others require such a
controlled environment.  Therefore, prior to developing plans for an
alternative service system, each community must decide on the types of
juveniles it will detain and define its criteria for assigning of Jjuveniles
to detention or alternative programs. Several widely used criteria are
presented below as examples.

The major reason for placing juveni]és in a secure detention faéiTity is
to assure that they will not abscond or flee the jurisdiction before
adjudication. Because this is a serious problem for many law enforcement
and court officials, they are sometimes reluctant to create a non-secure
system of alternatives to detention. If an alternative system is to have -
the confidence of law enforcement and court officials, 1t must develop
controls or incentives to insure that juveniles who are referred to the
system remain within the Jjurisdiction and make their court appearances.
This 1is not an easy task because it often conflicts with several treatment
approaches that stress the need for placing a troubled juvenile 1in a
non-threatening environment. Additionally, the use of controls of any sort
is seen by many treatment personnel as philosophically unacceptable. These
persons believe that the juvenile must take it upon him/herself to make
court appearances and become responsible for his/her actions. The conflict
between these two points of view will be reduced only when the alternative
to detention program can demonstrate its ability to produce juveniles in

court at the appropriate time and can gain the confidence of law enforcement
and court officers.

A further reason for the detention of juveniles in secure facilities is
to prevent the occurrence of renewed delinquent behavior. In many
Jurisdictions, juveniles who have committed several serious delinquent acts
have been detained illegally, regardless of their present situation, for the
alleged protection of the community. These juveniles usually represent the
most serious cases, but this is not always true. Many alternative programs
see this type of. accused juvenile offender as an inappropriate referral for
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their program.

Perhaps the most frequent use of juvenile detention is the holding of a
person who has demonstrated a potential of being dangerous to self or
others. This category includes particularly violent, psychotic or suicidal
persons. Most alternatives to detention are not equipped to deal with
people in these categories. Because smaller communities may not have
adequate resources to handle such problems and existing detention
alternative programs refuse to service such people, detention in a secure
facility may be the only viable option available.

Less convincing arguments for detaining youth also exist. .Some Taw
enforcement and court officials, frustrated with the leniency and the slow
pace of the juvenile justice system, often urge the detention of Jjuveniles
for punitive reasons. These people may believe that the Tleniency of
judicial officers allows youth the opportunity to avoid responsibility for
their delinquent acts. In frustration, they circumvent many of the
procedures 1in the Jjuvenile Justice system and deliver the Jjuvenile to a
secure detention facility. Because a delinquency case may be exaggerated,
officials charged with making detention decisions may detain a juvenile in a
secure facility until such doubt has been erased. In other instances secure
detention has been misused to begin treatment or rehabilitation, a fate
which may also await an alternatives program that fails to be true to its
purpose.

Historically, some law enforcement and court officials and even parents
have encouraged the detention of youth to frighten them from engaging in
further delinquent activities. This group beljeves that detaining a
youngster in jail or a detention facility for a few days will introduce the
juvenile to the harsh realities of incarceration and will deter the youth
from future delinquent activities.

When extensive community resources have been invested in the building of
a juvenile detention facility, police -and court intake workers have é
tendency to make assignments to 1it. This fact in itself may encourage
processing all youth through the facility.
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Some argue that the use of detention is necessary to ensure that the
juvenile will remain available for treatment. This assumes that youth are
not 1interested in or do not want treatment and that delivery will be
possible only through coercion. This philosophy denies that young people
can understand their current situation and can confront their problems

through a request for meaningful treatment. It also assumes that treatment
is effective when coerced, a questionable assumption.

Still others contend that beds must be available for "throwaway" youth
who are dependent, neglected and/or pushed out from home. In one community
a need for such service was determined when a group of youth remained many
nights at a program site after closing time. Upon investigation, the
director found these youth had no place to go because their relatives had
moved while they were in school without telling them.

B.  PLANNING A SYSTEM OF RESIDENTIAL ALTERNATIVES IN THE COMMUNITY

The major problem with the development of community alternatives to
detention is that most communities do not normally plan for such
alternatives. Most juvenile Jjustice systems have grown up haphazardly as a
result of hundreds of uncoordinated, often idiosyncratic decisions.
Frequently, the result of uncoordinated development is a fragmented system
of conflicting services. Small groups, often without mutual knowledge,
write a grant proposal, are funded, and begin offering services. It is not
until much Tater that the groups begin to contact one another, exchange
ideas, and coordinate efforts. In other communities, local government.
agencies begin to provide funding for new services without informing or

securing the assistance of other governmental or non-governmental groups in
the community.

Although these uncoordinated efforts often result in programs which
provide excellent services, these efforts may also lead to the development
of duplicate administrative systems and services and the wasting of
community resources. Groups with different philosophies may offer similar
services to the community. Programs suited to religious ideals, the
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alternative 1lifestyles of ‘street people," or mainstream bureaucratic
attitudes may often exist in the same community. Such uncoordinated efforts
may lead, in the long runm, to irreconcilable, institution%1ized pr?grams.
Many such difficulties can be avoided if the programs communicate during the

jncipient stages of programming.

It is, therefore, essential to a collective planning process that the
various service providers and components of the juvenile Jjustice system
maintain open and honest communications. A1l components of the community
should be actively invoived in planning, implementing and operating a system
of alternative services. This is essential because law enforcement, ?ourt,
protective services and ‘treatment groups need to provide coordinated
supportive service if the system is to maximize its potential. In one
visited agency, the initial planning committee Wwas composed of
representatives of all treatment and criminal justice units, with ?he result
that the alternative program created thereby had the full cooperation of all
of these organizations.

Communicating and planning with divergent elements in the community is
not an easy task. At the outset, the development of a coordinated system of
services must overcome a number of conflicting demands and interests by
entrenched service providers determined to protect their "turf."

Frequent]y,) a local government agency will resist an attempt §y
non-governmental groups to provide services. And because of their

commitment to control-oriented and institutionalized programs, many
long-established agencies are nostile towards and often oppose or 1gnore

groups using new therapy techniques or program approaches.

A different situation occurs when the local government agency itself
expands services without informing or dinvolving other community service
providers. . Government agencies can, by their own efforts, Tlocate a
sufficient number of clients to supply a new program, often by expanding the
delinquency web. This leads o more young people being bfought into the
juvenile justice system and to increased public outlays of tax money to
support such a system.
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The demand for autonomy by the various components of the system is
indeed a difficult area 1in planning. The very fact that a coordinated
system is being planned and implemented in a community means that some
jndividual autonomy will have to be relinquished. However, if the system is
too centralized or too rigidly controlled, several difficulties may occur.
First, the system may lack the f]exibi1ity and variability that is necessary
to address the wide variety of problems encountered by juveniles. Second,
many professionals with unique and creative treatment approaches may become
unhappy working within such a system. Third, a close and trusting
relationship between the counselor/proctor and the juvenile may be difficult

to achieve due to the youth's perception that the counselor is merely an
agent of the law enforcement or court system.

Perhaps the most universal community conflict is between those concerned
about the safety of the community and those interested in the provision of a
non-threatening environment for Jjuveniles. This problem can generally be
resolved 1if all parties are willing to talk and to agree upon explicit
criteria for a juvenile's detention in a secure facility or-referral to an
alternative service system. This effort requires close cocoperation and
respect for the other's point of view. Once the communication process has
begun and the criteria are set, most of these conflicts may be resolved. A
clear understanding of who has the wultimate authority in applying the

criteria is also essential. This very well may be a Juvenile court
official, someone outside the progran.

The challenge communities face in developing coordinated service systems
and overcoming areas of conflict depends largely on their ability to use
their available resources most effectively. By working in an uncoordinated
way and by failing to 1involve the whole community in the planning and
implementation phases, a community may fail to provide the services it is
capable of delivering at a reasonable cost. Coordination is thus necessary
for the system to provide the appropriate services in an effective and
efficient manner. Additionally, controls and constraints must _ be
constructed to ensure that the public expenditure of funds is accomplished
in an accountable manner. On rare occasions, a charlatan or other person
more interested in financial reward than meeting the needs of juveniles may
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enter the service provision system. Some coordinating ‘and supervising of

services is necessary to guarantee that these undesirable events are kept to
a minimum.

Most of the problems encountered by systems of alternative services can
be resolved by frequent and open communication among the participants.
Openness can lead to mutual trust and a recognition of each other's
abilities and contributions. Successful programs begin to establish this
cooperation well before the actual alternative operations begin. Through a
series of informal meetings, luncheons, retreats, and other contacts, they

begin to establish the trust and spirit of cooperative work that is then
carried over and maintained in the actual operation of the program.

One should therefore begin by realizing that creating an alternative
system does not begin in a vacuum. Most often, communities have already
provided some services and are trying to provide others. Two general
conditions usually underly the beginning of an alternative system. The
first is a need to create a system of alternative placements to relieve
overcrowded or expensive detention facilities and to provide a less secure
placement for Jjuveniles who are not security risks. The second is the
existence of a service system to aid deinstitutionalization of status
offenders and to provide other delinquency prevention services. The Federal
effort to provide assistance to status offenders has resulted in a system of
services which is ready-made for use as a residential alternative to

detention. It is already able in many communities to provide alternative
services to those juveniles who do not need to be detained.

C. CONSTRUCTING A PROGRAM: PUBLIC AND NON-PUBLIC SECTORS

Alternatives to detention programs do not emerge from a single process.

The dimpetus for the beginning of services comes from many sources, both
public and non-public and within and outside the community. As discussed in

Chapter I, the Federal government has created a widg variety of financial
incentives for enhancing public and non-public services 1in the Tloc:s?

communities. The manner din which Federal aid 1is distributed to the
community allows for both centralized traditional planning and for the

- 20 -

£

innovative development of projects by almost any qualified private service
provider. Both categorical and discretionary project grants permit a wide
variety of servicés. In some cases, widespread community cooperation 1is
necessary for the acquisition of funding and in other cases it is not. A
coordinated effort among community service providers is not necessary for
the acquisition of Federal funding, but once the money js obtained it is-
very important that cooperation between those providers be established.

1. The Public Sector: The Role of the Government in Creating A
System of Services ' '

The role of government in providing public services has become
cdntroversia] of late, particularly because of fears of higher taxes,
increased regulation, and expanded bureaucratization which often accompany
government efforts. Thus, the task of government leadership requires
creativity and care in providing an extended system of services. Many of
the problems associated with the expansion of the role of governments can be
solved by the local community relying on other 1local resources where
possible, and using government resources only when necessary to coordinate
service systems, provide legal authority, or serve as an intake and referral
agent.

a. The Federal Government

Historically, the Federal government has provided many
resources to local communities. Through grants-in-aid for services and for
new programs and through technical assistance, it has attempted to improve
the delivery of services at the local level. Through the Juvenile Justice
and Delinquency Prevention Act of 1974 and other efforts, the Federal
government has taken both the financial and philosophical lead. What kind
of role the Federal government will play or what kind of funding it will
continue to provide is unclear, although it is reasonable to believe that in
the near future the resources of the Federal government will not expand
significantly. ‘

The Federal government can provide start-up money for finnovative
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programs and a continued supply of money if a local program wishes.to devote

- considerable effort to the increasingly competitive grant writing contest.

Because Federal policy discourages long-term reliance on Federal resources,
managers of alternative services should not rely on any specific Federal
resource for a period of more than 2 to 3 years. The anxiety of short-range
funding (maximum 3 years), the taxing process cf proposal writing and
continued delays in funding and implementation have encouraged many service
providers to reduce even this Tevel of reliance on Federal resources. A
competent Executive Director will begin planning for future funding outlets
and programs as soon as, if not before, first year funding is secured.

Despite associated problems, the Federal Qovernment plays a‘significant
role in providing services to juveniles who do not require detention. 1In
all probability, it will continue to fund innovative programs and develop
and evaluate programs that could serve as "models" or examples.

Additionally, there are some communities which do not have the local

resources to develop programs to serve juveniles. For example, one agency
was located in a city in which a high proportion of the adults were
unemployed or underemployed. Businesses had fled to the suburbs and in many
cases there was not enough capital Tlocally available to fund private
residential alternative programs. However, a combination of local, state
and federal money was used to support an excellent alternative program for
the youth in the community. If needs are to be met, many of the poor rural
and urban areas of our nation will continue to depend on Federal dollars.

Federal money will also be available to encourage state and local responses

to changes in Federal policy.

b. State Governments

Historically, state response to the creation of a system
of residential alternatives to Jjuvenile detention has varied widely, and
very few states commit resources sufficient to fund alternatives
completely. However, a considerable number of states spend money to
maintain placement and treatment space in facilities providing a wide range
of services to juveniles.
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State governments can play a key role in creating a system of juvenile
assistance. Unlike the Federal government, the state is much freer to
organize itself to serve a.wide variety of needs under a single system.
Because a state's population, delivery system, and political system are more
homogeneous, the state government is in a better position than most local
governments to overcome parochial interests and to allot financial resources
to a wide variety of programs. ’

If a community elects to create an integrated system of services, the
state has the authority and resources to encourage such a system. State
resources could be used to support an integrated system of community-based
service providers which may address a number of needs. This system may
serve status offenders, pre-adjudicated accused delinquents who do not need
detention, post-adjudicated delinquents on probation, children in need of

supervision, and other juveniles whose family situation does not encourage
trouble-free behavior.

States also have the legal authority to resolve juvenile problems.
Custody, court disposition, social services, and juvenile correctional
systems are most often operated under state authority. They have the
authority to set up district-wide systems which, particularly in rural
areas, can organize the necessary services. They are also able to pool
resources, set up state-wide technical assistance programs, and organize
technical manpower to staff a system of alternatives.

¢c. Local Governments

A community may also take the Tlocal path toward
constructing a system of alternative services. In some communities, one or
more local government agency may begin building an alternative system as it
extends its own traditional functions. A police department may decide to
open a diversion program to serve juveniles who do not need to be taken into
custody but need some treatment. In one instance, a program'begun as a
police program has since broadened its base to include service units located
in different community neighborhoods. In other cities, the juvenile court
system may expand its court referral system to divert juveniles from the
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adjudication process and from detention while they await adjudication. The

court system may use its probation officers as counselors or purchase
various treatment alternatives from other providers in the community.

" Despite the fact that the state has the authority and the resources to
organize services to juveniles, the local units of governments are in the

best position to provide those services. This statement provides an
jmportant basis for this report. Local community activity in creating and
providing services to Jjuveniles generally seems to make for the most
cost-effective, caring, and effective system. If services are organized on

the local level, a juvenile may remain in the community, where efforts can .

be made to stabilize the family situation and. where the support system is
known,

2. The Non-Public Sector

In most circumstances, systems of alternative services that
are initiated by government agencies are better coordinated than those that
are created by other agencies. Beginning an alternative program outside of
government is a much more difficult task. An organizational “"seed” is often
necessary to provide the legal base to obtain funding. The seed may be a
church, other religious organization, or even a group of citizens concerned
about the piight of juveniles within their community. In one of the visited
programs, & local ministerial association first expressed concern about
problems youth were experiencing in the community. This group later evolved
into a community board that subsequently organized several diversionary
programs. In another community, a church Sunday school class began a
program with one of its members donating a house and others bringing food on
a daily basis. After about six months of this operation, sufficient funds
were gathered to allow the hiring of a cook. Now, mare than a decade later,
this program continues to rely exclusively on non-governmental funding,
except for the purchase of services under Title XX.

In some instances, a group emerges that is interested in setting up a

runaway house, shelter home, or foster care program quite independently of
the detention system emerges. Once the group becomes established and is
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ab]e.to function positively, police officers and court intake workers may
begin, informally and later formally, to refer Jjuveniles to the system.

Other seeds are community service organizations such as the United Way and
fraternal and service organizations.

3< The Relationship Between the Public and Non-Public Sectors

The background work done for this management report suggests
that the provision of services to Jjuveniles should involve a mix of
non-public and public resources, organization and effort. Although "public"
and "non-public" agencies receive public funds, their operational authority
rests in either a governmental or private sphere. Public agencies are under
the authority and management of the state or of a unit of local government.
For example, courts and welfare agencies are public units. Nonpublic
service providers are managed by either publicly or privately-funded,
non-profit corporations. Even though these organizations may receive public
monies and comply with government guide]ines; their 1legal authority is
derived from a non-profit corporate charter.

In order for services to Jjuveniles to be provided as efficiently and
effectively as possible, a close working relationship between public and
non-public agencies must be established 1in the Tocal community.
Unfortunately, the relationship between public and non-public/private
agencies often involves mistrust, jealousy, or "turf" disputes, all of which
may lead to fragmentation and duplication and a Tlack of focus in the
mobilization of community services. Often, public and private agencies
compete for existing resources. In these situations, the first task of the
local community is to organize itself to provide a smoothly functioning
system of Jjuvenile services. A working relationship between the various
public and private agencies can then be developed through a number of steps.

First, each agency or program must define its specific role. It needs
to establish which juveniles it will serve at which point in the system. It
must degide from where it will receive clients and under what circumstances
clients are to be referred, what admissions criteria will be used, and where
clients served will go after receiving services. Additionally, each program
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must decide where to send those clijents it chooses not to accept. To do
this, it must understand the admissions criteria of other local programs.
This system works best if prior coordination has reduced overlap in
admission requirements between the programs.

Second, in order to create a working system, the various agencies must
develop a sense of trust. This can best be accomplished by frequent
communication, thorough knowledge about each other's programs, and at least
some effort towards coordinating the various services in the community. A
new or rapid]y‘growing community can establish this kind of coordination
more easily than can an older, established community. In an older area, the
various agencies have been-in existence Tonger and have already estabTished
distinct service roles that may have become hardened over time. Often, a
program will develop and continue to provide services based on the
assumptions, philosophy, and techniques of a past era. As this service

‘becomes institutionalized, it becomes very difficult for the agency to

change perspective and services. As new organizations enter the community,
they must establish communication links with these older agencies, despite
often radically different philosophies. Additionally, older institutions
may try to expand and take on as many new functions as possible within the
community. This means an older organization may become very large and
unwieldy. The organization may also see its continued existence as a more
important goal than serving the needs of juveniles.

To accomplish the goal of a working relationship between public and
non-public service agencies, a community may organize the relationships
between those agencies in several different ways. These may bhe
predominantly publicly managed, predominantly managed by non-public
organizations, or 1involve cooperative efforts by public and non-public

agencies.

a. Predominantly Publicly Managed

Some communities, particularly those with a history of

extensive publicly-funded services, may choose to have alternatives to
detention publicly funded and managed by a public agency. This decision may
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use one of several methods to achieve its ends, depending on the structure
of the more traditional public services, such as juvenile courts, juvenile
probation, juvenile police, and youth detention centers. One method is to
expand the intake services of one of these agencies. A community may decide
to place a juvenile intake officer at an early point in the court system to
divert youth from detention. The same function may be performed by a

juvenile officer in the local police department. Rather than detain a
youngster, the officer refers him/her to alternative services.

The involvement of public agencies may go beyond simply providing intake
and referral services. Some smaller communities offer both detention and
-alternatives to detention in the same administrative system. 1In addition to

secure detention, a community may sponsor a shelter home, home detention, or
intensive day services.

In some states, statute law places shelter care facilities under the
control of local judges. Although the exact format of these programs is not
specified, such statutes require that the Judge appoint a person or an
agency to manage the sheiter homes. The authority used to enforce Jjuvenile
placement is the threat of a contempt of court citation, although it is
rarely used. Hbvever, it is on this basis that an "involuntary" placement
can be implemented. These shelter facilities, which include foster homes,

small group homes and some semi-institutional homes, also can be used for a

voluntary or informal placement from other referral sources.

Not all Tlocalities have had an easy time creating new systems of
alternative services. Many local governments have not provided extensive
services to juveniles outside of the probation and court social worker

functions. Genera]]y, most of the burden of services is borne by the social
workers who generally have carried large caseloads with limited assistance.

b.  Predominantly Managed by Nor~public Organizations

In some communities, the services provided by the local
public sector are limited. In many of these places, the court system and
Taw enforcement officials do not have a strong commitment to providing

- 27 -



o

alternative services to Jjuveniles or to finding a&lternatives for those
juveniles who do not need detention. Thus, non-publi¢ agencies have shown

such initiative that public officials often place children 1in privately
operated residential alternatives to detention.

Non-public agencies have flourished in other communities without the
recognition or cooperation of public agencies. In many of these
communities, the non-public agency may have been able to attract enough
referrals to have reduced the referral of juveniles to the court ok police
system.

c. Cooperative Efforts by Public and Non-public Agencies.

Communities may produce a hybrid of one of the above

systems. In these systems, public and private community agencies resolve
their differences and agree to some working arrangement. Some of these

forms of community level management are presented below.

1. Organized by the Public Sector

In some 1dca1es, the court system or the police
department organizes a system of referrals and act as the central refervral
agency. This procedure may take several forms.

Some cities may have a police diversion system where the police
informally divert juveniles instead of detaining them for status or minor
delinquent offenses. In Tlieu of being processed through the Jjuvenile
justice system, the client is urged or directed to receive counseling or
other services in an attempt to resolve problems underlying delinquent
behavior. The service providers 1in many of these systems are a mix of
publicly and non-publicly-managed programs. The role of the police is
either to determine the appropriate‘referral or to have some other agency
make that determination after the police have brought the youth to them.

In other cities, the courts have organized a system of referrals to
which the intake worker can direct clients. After being brought to the
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court intake center, which also serves as a detention center, a decision 1is
made as to whether or not the juvenile needs to be detained. If a decision
is made to detain, judicial authority is then requested. If the decision is
not to detain the Juvenile, an alternative placement is selected. Many
times these alternatives are purely voluntary, with no compulsion on the
client to attend and receive services. The goal of these programs is to

"clear the court system of minor juvenile problems, while at the same time to

provide services to Juveniles. The court system will purge its records of
the case as soon as the referral is made. Only in cases where the juvenile
fails the placement a number of times will the court act to place more
judicial restrictions on the client.

Some Jjurisdictions report that any child who enters the court intake
system can be detained by charging the juvenile with an offense. Most
often, the offense with which the child can be charged and thus detained
relates to compulsory school attendance 1laws. This use of Judicial
discretion gives the court system some authority over many juveniles and
makes the system somewhat Jess voluntary. A juvenile may be sent to an
alternative program with a warning from a judge or other official that s/he
has committed an offense for which s/he can be detained, but that the court

feels the Jjuvenile needs an opportunity to get some help with his/her
problems. )

The court or police system in some jurisdictions may apply for Federal
money to help fund a system of referrals and non-publicly-managed programs
are paid on a per diem or per hour basis for a wide variety of services.
The publicly-managed system in this situation can influence the success or
failure of non-publicly chartered organizations by choosing or not choosing
to refer juveniles to them. Those alternatives which do not receive any
referrals may have difficulty sustaining their programs because the public
agency controls the purse strings on referrals. One program's major problem
was that a public agency that had promised to refer clients had failed to do
so except on a highly limited basis. In order to survive, the program had
to expand its network of referring agencies.
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2. Organized by the Non-public Sector

In some areas, a non-publicly-managed organization

. serves the role of coordinator or referral agency for a wide variety of

services. Often, this agency does not provide many specialized services,
but merely acts as an organizer and referral source to other community

outlets. As a community organizer, the agency attempts to mobilize and

organize segments of the community to provide services to Jjuveniles. In
many instances, the public sector also provides services, but does not take
an organizational or supervisory role. In these cases, the services
provided by the publicly-managed sector generally consist of the traditional
ones of court social services, probation services, and protective services.
This process relies a great deal on communication and cooperation between
community components and community volunteers.

D. PROGRAM OPTIONS

Several options for organizing the treatment provided by
alternatives to detention are available. They range from non-restrictive,
informal treatment to more structured treatment modes. The community often
decides which treatment mode to initiate by determining what treatment
outlets are available locally. The decision may also be based on what needs
for structures or control already exist.

The decision involves chbosing between residential and non-residential
facilities. Larger communities and communities that are attractive to youth
who run away from home may want to consider residential facilities where
youth can stay while they resolve their problems. Smaller communities may
want to consider constructing a system of foster homes. Other communities
may decide that residential facilities are not needed and a system of one

-day services or short range diversion programs may be more appropriate. In

one of the more affluent communities visited, foster homes were used rather
than group homes or institutions because they were Tless visible and
considerably more acceptable to the community.

The decision also concerns the level of structure or control imposed

- 30 -

upon juveniles in the alternative program. The basis for this judgment is
often concern for the safety of the community and the seriousness of the
offense committed by the delinquent who will be served by the system. In
areas where the safety of the community is a greater concern, a more
structured facility may be appropriate. In other communities, where there

is agreement that the delinquency problem is not serious, a less structured

system may be built.

In all, several potential options or treatment modes are available to
communities. The first program optien is to expand the services of the
juvenile court probation program as a pre-adjudicated treatment option.

- These programs are initiated by hiring or transferring social workers to

serve as counselors to juveniles, who are either sent home or referred to a
foster home during the pre-ddjudicated period. Although they are in the
court system, many counselors may not have the authority of probation
officers and may have to provide services with the agreement and cooperation
of the Jjuvenile. Other court systems may allow counselors to have more
authority and to refer juveniles who do not cooperate back to the court
system for detention. Both options provide counseling, referral to

appropriate services and support to juveniles during the pre-adjudication
period.

Another option is the delivery of day services (or in some cases night
services) where the youth may go for two or three hours a day (or night) for
counseling, recreation, tutoring or other forms of assistance. These
services may be used in conjunction with placement in the juvenile's family

or a foster home during the pre-adjudication period. Youngsters placed in a
residential facility can also use day facilities.

While most of the options just discussed are non-residential, there are
several residential options for communities where it is not appropriate to
return the juvenile to the family. Many of these facilities attempt to
provide a homelike atmosphere while removing the youth from the family
situation or other environment which seem to lead to delinquent behavior.

The type of services and the level of structure and control vary among these
residential facilities.
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The first is the foster home, which typically involves a family which
has room to take in a juvenile awaiting adjudication. Most communities have
both Tong-term and short-term foster homes available. Most pre-adjudication

alternatives to detention consist of the short-term variety, retaining the

long-term option for youth who need to be removed from their family
situation for a longer period of time. Most foster home parents either work
voluntarily or are paid a nominal fee. Funds may be available on a purchase
of service arrangement from state governments. In most cases, the fee is
not sufficient to cover the expenses jincurred by the family. A foster home
need not provide any services to the juvenile except a homelike situation.
However, some foster home systems do have a service aide who visits the home
to provide counseling to the juvenile and support for the foster parent.
Other foster home systems rely on day services or other service outlets.

Another form of alternative to detention is a proctor program. It
generally relies on a single young adult and is used for very difficult
treatment cases. In such situations, a rebellious or seemingly incorrigible
juvenile Tlives with a young adult and receives full time personalized
attention. The proctor has complete responsibility for the juvenile's
care, This option is generally used where professional therapy is
inappropriate and a Jjuvenile seems to need a proper role model. Most
proctors cah provide a big brother or a big sister surrogate to create a
non-threatening environment.

Proctor programs are quite rare because of their expense and the
difficulty of recruiting good proctors. Proctoring is almost always a
full-time job and generally requires budgeting a proctor salary and juvenile
Tiving expenses. Added costs are related to recruiting and training
proctors.  Additionally, proctors require support from trained social

workers who act as a referral source and provide other services to the
Juveniles. ‘

Juveniles most appropriate for proctor programs are generally
incorrigible, troubled, or Tikely to run away if they cannot deal with 1ife

-situations. Such cases often do not fit the intake criteria of many
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alternative programs, making secure datention the only viable alternative to
a proctor program. Despite the relative expense of proctoring programs,
they are, when compared to the cost of secure detention, an economical
alternative to detention, especially if a well trained proctor is able to
resolve problems and prevent future delinquency .

Perhaps the most common alternative to detention is a home for
runaways. While such homes are commonly set up to serve youngsters who have
left their usual family situations, many offer excellent short-term crisis
resolution placement locations. They may serve as alternatives to detention
for children who need counseling and a place to stay while awaiting
adjudication. Homes for runaways, which are found throughout the country,

receive support because they are readily available and do not share the same
stigma as homes for adjudicated juvenile delinquents.

The small group home, which consists of six to twelve young people, is a
further alternative to juvenile detention. The group home attempts to house
Juveniles who need more intensive treatment than other forms of residential
alternatives can provide. In smali group homes, juveniles are provided with

counseling, concerned adult supervision, a stable Tiving situation, and some
control.

The final alternative to detention is the structured grdup home. This
facility is not secure and youths may come and go as they please. Treatment
here is much more intensive, wi n a greater emphasis on one-to-one
counseling and peer pressure. The youtn's day is tightly scheduled; support
and control are much more intensive than 1in other alternatives to
detention. These homes are generally used for youth who must be dealt with
by highly trained professionals. '
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CHAPTER THREE

MAJOR MAMNAGEMENT ISSUES

A. IDENTIFYING SUPPORT AND OPPOSITION

Programs categorized as residential alternatives for Jjuveniles may
vary according to 1) the type of physical plant (a live-in facility versus a
service center); 2) the length of time a youth is associated with the
program (short-term vs. long-term); and 3) the auspices under which the
program operates (public vs. non-public). The sources of support for these
programs may vary correspondingly. For exampie, if the program is publicly
sponsored, support from the public agencies from which it receives referrals
or to which it provides support services is virtually guaranteed. If, for
example, the law mandates the development of a particular program and a
governmental unit is required to provide it, it can be assumed that the
governmental unit will provide backing for the program. This does not mean
that staff effort is not required to increase the support that may be needed
for the program. However, it does imply that the need to acquire such
support is lessened. On the other hand, if a program arises out of the
non-public sector, backing for the program is never automatic. Whatever the
circumstances, identifying support (and opposition) is crucial to the
development and continuation of alternative programs to juvenile detention.

There are essentially three communities from which support must be
secured. The first, and most critical, is the support of the juvenile
justice community - that is, the officials who work with juveniles, such as
the police, the courts, and probation departments. Lack of support from any
of these groups to which ‘a program is directly tied and upon which it
depends for referrals may jeopardize that prcgram's survival.

A second necessary support group or community is the social service
community. An alternative residential program for juveniles depends on the
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cooperation of the local social service community because their programs for
delivering service interlock. Without the opportunity to make referrals to
other programs, to call upon the services that are available within the
geographical area, and to purchase services from such agencies, little -
chance of success is likely.

The third requisite community is the neighborhood within which the
program is Tlocated. This grouping may provide moral, financial, or human
assistance - e.g., service on a Board of Directors. Many programs have
found that if they do not receive the acceptance or moral support of the
neighborhood within which they are located, they have difficulty
continuing. One program, 1located in an wurban, upper-middle class

neighborhood, was forced to move when a coalition of neighbors purchased its
lease.

While programs have be¢n able to operate despite opposition, chances
for long-time continuation increases with the support of all three community
groups. As will be noted later in this Chapter, one consideration in the
selection of a Program Executive Director should be that person's ability to
acquire the support of these three community groups. Identifying and
securing support is not entirely the responsibility of the Executive
Director, however. Some brograms have found that employing staff who are
active in the community and/or encouraging staff to join community groups is
one means of securing support. Other programs have found that using
volunteers provides a sense of community "ownership" of a program.

Neighborhood support, which sometimes 1is difficult to gain, may be
increased when the program itself becomes a "good neighbor." This may
involve providing assistance to others in the neighborhood. For example,
the youth or the staff associated with the program can assist neighborhood
residents with shoveling snow, mowing lawns, or other fasks. One project
even loaned equipment to neighbors if it was not needed in the program at
the time. Such service not only encourages positive relations within the
neighborhood but also gives youth the opportunity to learn what it means to
be a good neighbor. Some programs have found it helpful to hold community
meetings in a church or school at various times of the day in order to reach
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all people. MWhile such meetings are frequently held early in the history of
a program, it may be necessary to hold them periodically because programs
change direction and populations are mobile. '

B.  ANALYZING THE NEEDS OF THE COMMUNITY

1. Number and Type of Youth Needing Alternative Services

Determining who and how many need alternative-to-detention

services may be accomplished during program initiation, and the identified
need will prompt 1individuals to determine that a program should be
established. In other cases, the passage of legislation may mandate the
development of a particular type of facility or program. In such instances,
the number and type of youth needing alternative service will be Tess
cbvious. The program will have to be able to accept all those eligible,
however. Or a new program may evolve from an already existing program when
the needs and number of clientele change. For 2xample, in the late 1960's a
number of programs developed to serve runaway youth. Some of these programs
have evolved to place greater emphasis on youth with other problems.

Thus a formula for determining what number and types of youth need to be
served is not easily developed. Many youth served by alternative programs
do not use traditional services. Creative youth-centered programs often
find themselves serving many more youth than was originally expected.
Usually, workers in the juvenile justice system or social services provide
the most reliable estimate of need. Often however, the size of a program is
determined not by need but by budgetary considerations. The experience of
already existing programs suggests a rule of thumb: Start small and evolve
into a larger program as the need requires and the resources allow.

Once a program has been initiated and its procedures developed, it can

expand using the following approach. Even if it is known at the time of
program initiation that a fairly sizeable number of youth require services,
it is better to begin with a limited program and then expand rather than to
try to provide services for all who may need them initially. Beginning
small will permit experimenting through trial and error, recruiting the most
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capable staff, and expanding the program as the community becomes aware of
its services. Most programs cannot afford the Tluxury of the cost of
starting large and waiting for the clients to emerge.

2. Setting

A maxim in real estate says that the three important factors
in a decision to purchase or rent property are: location, location, and
location. This principle also applies to a residential setting for a
Jjuvenile program, because the Tocation chosen for the program is associated
with acceptance and, consequently, continuation of the program. Several
considerations that should be taken into account are mentioned here, but
these issues are elaborated in Chapter Eight.

Some gquidelines have been suggested by programs the SERCL staff
visited. One 1is that a residential setting for a juvenile program should be
housed in a neighborhood close to the youth it serves. This may mean being
within the inner city 1in some instances, while in others it may mean
locating in suburban outskirts. A neighborhood area with a strong sense of
community and a strong community organization may be less likely to accept
such a facility; however, if that community organization agrees that the
program is necessary for the neighborhood, it can become a strong supporter.

Locating in an inconspicuous, "middle of nowhere" site may also work
well for a facility. While a location close to services decreases the need
to provide transportation and increases the opportunity for residents to
find part-time Jjobs, some isolation 1is beneficial because it keeps the
residents farther away from the "action" and consequently less 1likely to get
into trouble. Having to transport residents for services and recreation
allows some control over the movement of youth. This control diminishes
when these services are too readily available. However, the advantages and
disadvantages of having services within walking distance can vary depending
on the types and ages of the youth being served. If the youth are older and
likely to be involved in part-time or full-time work, then access to
transportation and/or the center of activity is a more important issue. At
ahy rate, the location should be within an area that is not saturated with
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group homes, preferably one without any other group homes, if youth are to
experience a normal community atmosphere.

When administrative offices serve several residential facilities, they

should be centrally located so they are easily accessable to all staff
members and service providers. While it is possible for the administrative
offices to be housed within the same building as one of the facilities, the
experience of existing programs suggests that this is less desirable than to

have an independent administrative office. Under these circumstances

management and treatment do not intrude upon each other; nor does one site
seem to be favored by being the "main" site.

3. Existing Resources

A survey of existing resources will focus on both finances and
personal services. During and after development, 1identifying sources of

funding is one of the most critical aspects of any program's activity. ‘

Essentially there are two types of funds that can be used: Government and
private. The government makes money available through grants and -purchase

~of services agreements with the facilities. However, funds from these two

sources may be available at the beginning of a program's existence. If a
program develops strictly in response to a grant, its objectives and further
development may be limited because the funding depends on an early analysis
of needs. Only if the program adapts to areas that are currently being
funded through grants can it be sure of financial support. Such a pattern

‘may result in a disjointed, chameleon-1ike program that never establishes a

clear objective. Nevertheless, program leaders will do well to pay close
attention to weekly or monthly grant bulietins and to stay in close contact
with local and regional LEAA and 0JJdDP officials. Whether a program should
have clearly defined goals prior to soliciting funds or tailor its goals to
the funding that 1is immediately available is a point of some disagreement
and will be discussed further in Section D.1 of this Chipter, "Identifying
New Funding Support."”

The purchase of service monies is not always possible at the beginning
of the program, although this will vary depending or the situation. In some
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instances, a program must prove itself and/or be licensed before it can
expect to receive purchase of service monies. If licensing is an issue,

continuity and experience may be necessary before purchase of service monies
become available.

Private sources of funding include grants from private foundations,
inclusion in United Way programs, and private donations. Whether a private
foundation can be found depends on the Tocation of the program as well as on
the aggressiveness of the sponsoring individuals. Foundation Tibraries
exist in some of the larger cities, and these generally have copies of
private foundation annual reports. Each foundation is required to prepare
such a report. Most foundations 1like to give support, where it has already
been given, to proven programs. Thus, access to these sources during the
initiation of a program is not likely. Foundations like to receive specific
credit; therefore, they often want to tailor their gifts to specific aspects
of the project in order to be adequately identified with it.

Inclusion in United Way funding is, of course, alsc more likely once a
program has been fin existence for a period of time. One site evolved as
part of an existing agency that already had United Way funding, and it was,
therefore, supported in part by the United Way from its beginning. With a
track record showing both stability and continuity as well as positive

service to the community, it is easier to break into United Way, which fis,
in many communities, a fairly closed system.

The comments made to this point suggest that virtually all funding is

easier to come by after a program has been in existence, rather than prior
to its initiation. The one source of funding that is very critical to a
beginning program 1is private donations. This is especially true for a
program initiated by a private group. The nature of donations may include
more than money, however. Services and contributions of facilities, food,
clothing, may provide a basis for beginning that can be expanded as a
program gains greater experience. For example, one successful program that
has expanded over a period of years began when a Sunday school class of a
Tocal church provided space for short-term crisis services in a house which
was owned by one of its members. This particular program entailed the
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members of the church group bringing in meals and providing a minimal salary
to houseparents whose primary benefit was room and board. From this humble
beginning, which included the solicitation of funds within the community as
a whole, the program has been able to acquire purchase of service monies
from the state social service program and expand its private donation
collection. The program now operates four facilities and does not accept
government grants.

Whether private or government funds are being used as the resource base,
one key principle applies: Do not open the program until sufficient funds
have been accumulated to make a credible beginning. An initial budget
should be devised which .is flexible enough for cut backs and other
adjustments. Projected budgets should not be pared to the bone or
unexpected inflation and salary increases will make it more difficult to
provide adequate funds as the program continues.

Another resource which is essential to program development and
continuation is personal service by individuals. Such individuals may serve
as members of a board or advisory committee or may work as volunteers in
delivering service. Thus they may assist with the development and guidance
of the program, may provide good public relations thus increasing agency or
program acceptance and funding potential, may serve as advocates for the
program, and may actually deliver services to clients.

If a program intends to use volunteers in delivering service, it may be
necessary to designate one staff member as volunteer coordinator. Someone

must assume responsibility for: soliciting volunteers and screening them for

suitability for the service they will provide; training them or developing a
manual that will describe in detail the activities they are to follow; and

scheduling and supervising their activities. With a cocrdinator on the

staff, it may be possible to use Tlarge numbers of volunteers for limited

service or to use volunteers almost as staff members. Some programs have .

found that if volunteers are available for Tlong periods of time (often
college student interns) they can work Jjust as a staff member would,
attending staff meetings, and the like. Other programs have found that they
can use volunteers for such diverse services as handling the bookkeeping and
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serving as substitute house parents.

There are several advantages to using voluntary personal services.
These include the very obvious advantage that their services are
inexpensive. In addition, volunteers may help prevent the burn-out of paid
staff, and may provide skilled assistance in areas where a full-time staff
member will not be needed. Volunteers also provide a set of colleagues with
whom staff may discuss issues. Many programs have also discovered that
volunteers also provide a good T1ink with the community and can help to win
understanding and support from Tlocal individuals or groups. This Tow
profile, word-of-mouth approach to establishing the presence of the program
appears to be a result of using volunteers.

There are, of course, disadvantages to volunteer services as well. A
primary disadvantage is the lack of commitment and continuity that is often
evident, It is unusual to find volunteers who continue over a period of
years with the same program. The administrative costs of training and
supervising volunteers can be high. In some instances, programs have found
that volunteers cannot provide the type of skilled service that is
necessary. Nevertheless, the advantages usually outweigh the disadvantages
and virtually every program has some functions that can be handled by
velunteers if they are trained effectively. This issue is developed further
in the following chapter.

C. ARRIVING AT PROGRAM GOALS

As indicated' earlier, programs seldom begin without someone
perceiving a need. This need is the most natural source for identification
of program goals. The issue that causes a program to be initiated and
developed is 1likely to provide the major purpose for its existence.
However, clearly articulating the procedures that will be followed fo deal
with the jssue and developing the program objectives so that they can be
realized is not always simple. It is not precise enough to say that the
program wishes to assist youth in trouble. A statement of program goals
should include a description of the particular problems of youth that will
be dealt with, how those problems will be dealt with, and under what
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circumstances youth will be included or excluded from the program. Clearly
stated goals are also needed to secure outside funding. Some programs have

found that it helps to enlist the aid of people who are experienced in grant
work when they prepare a statement of goals.

After the program goals and objectives are developed, and services
begin, it is Tikely that an evolution will occur. For example, in one
community, a group of ministers met together to discuss the fact that they
were each counseling a number of youth with drug problems. From this
discussion a program emerged. Once the program got underway, the staff
discovered that drugs seem to be only a symptom and that such problems as
inadequate family communication and truancy were the underlying issues.
Thus, while the program initially articulated a goal of serving youth with
drug problems, the eventual goal, more appropriately defined, was to deal
with parent-youth relationships. The change from direct focus on drug use
to communication and inter-personal relationships necessitated some change
in direction for the program and a redefinition of objectives.

In other instances, changing times may necessitate redirection. For
example, a number of programs, designed originally to provide temporary
housing for runaway youths, have found that with a decrease in runaways a
greater emphasis on youth Tiving at home was appropriate. Such changes are
a natural part of any viable and continuing program.

D.  INITIAL CONSIDERATIONS

1. Identifying New Funding Support

As described earlier, funding support may come from both
private or governmental sources. Once a program has been in existence for a
brief period of time it is in a position to look for new funding. A track

record of service delivery will enhance the prospects of such funds being
awarded.

While private foundation money is limited both in quantity and the uses
to which it may be put, it does provide a potential funding source for
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programs providing residential alternatives to Jjuvenile detention. Those

‘who have been successful 1in acquiring foundation money have found that a

primary requirement is the development of a short concept paper of two to
three pages which explains the goals and needs of the program. The chief
executive officer of the program or a board member should write a cover
letter to the foundation and ask for a personal meeting with the staff or
members of the foundation board. Follow-up 1is essential. Adequate
understanding of the particular foundation's orientation is essential
because the prepared concept paper must fit with the foundation goals if the
program is to obtain funding from this source.

In many respects, the same principle applies to soliciting funds from
the government. If a grant is sought, a concept paper or proposal must be
written delineating the proposed program as well as the uses to which the
grant money will be put. Grants are often awarded cyclically, which means
thdat submissions must be made in a designated time frame. This cycle should
be known to the program so that ample time is allowed to prepare a
proposal. Identifying upcoming issues of concern may be simplified by
checking with legislators, watching for media announcements, or monitoring
grant agency programs. For the most part, greater success is likely when a
program writes grant proposals only for the type of programming it can do
well. For both grant and foundation support, including indications of
community support is helpful. In many instances, this involves soliciting
support letters from people who make referrals to or provide services for
the program. Another method of indicating community support is to 1ist the
types of contributions that have been made by community members, étressing
the variety of that support.

As indicated earlier in this chapter, there is one issue about which
there is no total agreement. This is that the program should have clearly
articulated goals and objectives prior to solicitations of either grant or
foundation funds. The lack of agreement on this issue comes from the fact
that many programs originate in direct response to the a9a11abi1ity of grant
money. Thus, they define their goals in response to the availability of
funds rather than on the basis of what they want to do. Such programs caﬁ
and do continue and thus are able to operate successfully. Some, however,
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believe that a program will have greater stability and continuity if it
determines its own purpose and approach rather than simply responding to an
opportunity for acquiring funds. In the latter situation, continuity over
time is more problematic; at the Teast it requires some adjustment of
purpose.

‘Some programs have found that they can best identify new funding support
by joining with other similar groups in an umbrella organization. In such
situations, the overall administration and solicitation of funds is done by
a single staff for several programs. The advantage of such an approach is
that the umbrella organization appears as a multi-component system, which
foundations may have more .confidence in funding. If it 1is working We11,
such an administrative setup enables the staff of each program to focus on
providing service and less on administrative issues. The disadvantages are
that it mey be cumbersome and may entail greater overhead for administration
than would an individual program. However, if competing groups exist within
the same community, this type of organization may eliminate the appearance
of conflicting programs.

If program staff, such as the Executive Director, can sit on state and
Tocal committees that distribute money and participate in the decisions
about how funds designated for youth services or alternative programs should
be distribwted, the chances of program funding are 1likely to be enhanced.
In one program the Director was exceptionally effective in bringing money to

the program through such an approach. Naturally, such involvement may be a

"chicken and egg" situation. If the Director of a program is well enough
known to be involved in such committees, it may be because the program is
considered superior. This, as much as the fact that the Director 1is in on
the decision making, may be the reason for additional funds being
available. One drawback to this approach is that it exposes the Director
and the funding'agency to charges of conflict of interest.

2. Recruiting an Executive Director and Other Staff

~ As the program is developing, a charismatic leader, one with
personal characteristics that enhance the development of the program, may be
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appreopriate for the position of Executive Director. Such an individual may
be able to continue the Tleadership of the program indefinitely if s/he is
multi-talented. However, many programs find that continuation requires less
emphasis on an individual (who may have sparked an idea and brought it to
fruition) and more on the services that are being provided by the program.
As a result, the Executive Director's responsibi]ities change.

As elaborated 1in the following chapter, several characteristics are

appropriate to the person filling this position. These include a commitment

to youth, a philosophy which allows the handling of personal stress, fiscal
knowledge, multi-cultural understanding, the ability to 1listen to staff
needs and follow through on them, an understanding of the political or
bureaucratic system within which the program must operate, writing and other
coammunication skills, the ability to handle public relations and community
organizing, and certainly a willingness to expend energy and enthusiasm.
For the Executive Director's position, an understanding of counseling and
ability to interview may be desirable but not as critical as strong
supervisory and management skills. Essentially, the Executive Director
should be able to handle administrative functions so that the service
delivery staff need not be concerned about such issues. If the job is done
well, the staff will not even realize what the Executive Director has to
do. Because the primary function of an Executive Director is to seek
funding sources and ensure continuance of the program, communication skills
and an understanding of the bureaucratic and political structure within
which the program operates are key criteria.

The recruitment of other staff depends upon Ehe nature of the program
and how extensive service delivery has or will become. Because increments
for salary increases are often less likely to be included in subsequent
funding, recruiting a good staff who will stay may depend on establishing an
adequate salary structure from the beginning.

3. Selecting Treatment Modes

Several possibilities exist regarding the type of treatment to
be provided. The treatment mode selected may depend in part on the type of
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youth to be served. However, most residential alternative programs provide
either short-term crisis intervention services or long-term counseling and
other assistance. Few can do both at the same time successfully, at Teast
in the same facility. If short-term crisis intervention 1is the model
followed, it should be recognized from the beginning that 1ittle more than a
“caring" shelter, offering a place to sleep and/or adequate food and
clothing, may be possible. Although some counseling will be essential, a
short-term facility can only provide a place to "cool off." On the other
hand, if a greater degree of involvement with youth 1is desired, the only
viable way is to provide for a long-term relationship. Whereas "short-term"
may include from a few days up to approximately one month, "long-term"
envisions at Teast several months and possibly a year or two of
involvement. Under the Tatter circumstances, counseling and other
educational and training opportunities will be both feasible and desirable.

If a program is interested in using a variety of approaches, gradually
adding other facilities is the most Tikely way to achieve this pgttern. At
any rate, the youth being served under one mode or another should not be
mixed in the same facility. The in-and-out pattern for those being served in
the crisis situation may be very disruptive to those undergoing long-term
counseling. '

4.. Identifying Obstacles to Program Implementation

¢
In addition to obvious obstacles of not having sufficient

resources to develop adequately, the primary obstacle residential
alternatives to detention programs face is acceptance by a community.
Whether the residential alternative is a facility dedicated fully to service
troubled youth or involves the use of foster homes or even youth 1iving 1in
their own homes but receiving special counseling and supervision, the
neighborhood and community area may resent its existence. As a result, some
programs have tried to maintain a Tow profile, not advertising their
existence to an extent greater than that which is necessary to operate.
Where this practice has been followed, even when a residential facility
housing a number of youth has been initiated, the neighborhood may have
Timited awareness of the program's existence. However, 1in many communities
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zoning Taws prohibit developing such programs without public hearings. Of
course, the program must adhere to these requirements. To anticipate these
hearings, some programs have found it useful to schedule informational
meetings in a neighborhood facility such as a church, held at several times
during the day so as to reach members of the community, to explain the
program and to attempt to diffuse hostility.. Some programs have found that

these meetings are most productive when local community leaders are willing
to endorse the aims and personnel of the program.

For a program with a less distinctly residential character, this may not
be an issue. However, developing publicity material may in the long run
assist the program and its acceptance. Many programs have found, however,
that neither positive nor negative response is forthcoming. While concern
for developing a group home and including troublesome youth 1in the

neighborhood are major obstacles, these feelings may be overcome in many
instances with patience and increasing good will.

E.  WRITING THE PROPOSAL

Many volumes, articles, and magazines have been written and

. conferences developed to assist individuals writing proposals. The purpose

of this management report is not to duplicate those efforts. Rather, the
use of such books and resources is recommended for the individual or program
that is faced with this necessity. In general, however, several principles
should be followed in the preparation of a proposal. Ffrst, write cleariy.
Regardless of their virtues, if ideas are not expressed clearly, they cannot
be readily understood. Second, organize a description of the program so
that its purpose, goals and objectives are clearly delineated. Third,
anticipate the expectations of the granting agency. If the potential
funding unit has stated that certain items are expected in a proposal,
include them. Determining what these key ideas are is not always simple;
however, a careful reading of any proposal solicitation or announcement of
funding is essential to adequate preparation of a proposal.

Finally, expect to spend time writing the proposal. It should not be
dashed off quickly and casually. Consider carefully what you should include
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and gather the necessary data and endorsements. The staff of one program
that has been funded regularly reported that it writes only for what it
wants and can do well. It takes the time to do the job satisfactorily. It
has found that dncluding signs of community support and invelvement is
important because this alerts the uninformed reader to a viable program in
which the community has a vested interest. Another program that has had a
very successful record of being awarded grants generally develops proposals
that include letters from all the police and sheriff's departments, judges,
probation officials, social service agencies, and other community contacts
in its county. These attached.appendices constitute a Targer portion of the

proposal than the substantive portions.
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PART TWO

MANAGING CLIENT SERVICES
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CHAPTER FOUR

RECRUITING AND TRAINING STAFF

A. RECRUITING AND HIRING

1. The Role of the'Board of Directors

Although the responsibility for 'hiring all staff usually

belongs to the Board of Directors, most Boards only act to select the
Executive Director for the program. The most sophisticated boards

encourage competition by “advertising the position widely and seeking

applications from qualified candidates beyond the immedjate area. They may .

also consider applications from residents of the community and from within
the program itself. Qualifications for the job are usually specified. A
Sample Executive Director Job Description is contained in Appendix A.

Before arriving at these qualifications, the Board must have a consensus
about the future of the program. Often, the selection of a new Executive
Director is an opportunity for the Board and staff to sit down and decide on
possible new program directions. Once that decision is made, the Board of
Directors then can select a new Executive Director to move them towards the

goals they have defined. One very successful program included the staff in

the hiring process for the Executive Director. They provided suggestions
for qualifications when the job analysis was drafted and drafted questions
to be put to candidates by the recruitment committee. Similarly,
representatives of the targeted client population could be asked to share 1in
the process.

The fact that the program is an equal opportunity affirmative action
employer should be stated in the job description and other publicity. Every
effort should be made to encourage applications from minority candidates.
At an appropriate time after applications have been received, the Board or
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its sdbcommittee commonly selects the top three to five candidates and
conducts interviews with each person. If the program is already 1in
operation, program representatives attend these interviews and contribute to
the final decision. . Some projects have found it wuseful to have
representatives from social service agencies and criminal Jjustice units
which deal with clients in the program or which refer clients to the program
participate in this process. After considering all viewpoints, the Board
makes its final decision and announces the reasons for 1its selection.
Letters are then sent to rejected candidates tactfully explaining the
reasons for their rejection. Public announcement of the selection 1is then
made in newspapers and other media outlets. Special notices are often sent
to agencies that do business with the program.

2. The Role of the Executive Director

The Executive Director usually does all other hiring. While
the Board of Directors may supervise the process, the final decision is
commonly the responsibility of the Executive Director. Many executives
encourage the participation of program employees in this process by forming
hiring committees which represent various 1levels or elements of the
program. After these committees have reviewed the credentials of Job

~applicants and have completed the interviews, they submit writtan

recommendations to the Executive Director. In most programs these
recommendations are considered advisory because the Executive Director makes
the final decision. Because of equal opportunity requirements and because
of the needs of the clientele who may come from a variety of social and
cultural backgrounds, it 1is important in the hiring process to consider
seriously the applications of minority candidates and to specify as clearly
as possible the reasons underlying a particular hiring decision.

Most established programs have a written description of the hiring
procedure and of the criteria used to fill each job opening, a statement
promising non-discriminatory hiring, and a rationale for the qualifications
specifying the needs of the clients served. Such a policy manual protects
the program from arbitrary abuse of power and instructs both members of the
pregram and outsiders of the procedure to be followed in filling vacancies.
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Many programs struggle with the issue of the importance of educational

credentials. Some apparently feel that personal skills and experience are

much more important than paper credentials. For example, in one location
the Board of Directors hired an Executive Director whose credentials were
only an undergraduate degree, but who had participated heavily in the
development of the original grant that funded the agency. In this case, he
sought out special training in skills related to 'his job, such as public
relations, budgeting, and administration, and acquired suitable training
despite the Tack of graduate education.

While this has been acceptable in one case, credentials have been found
to have a value beyond their importance in the quality of services delivered
to clients. Outside funding agencies and community groups often Took
closely at the Executive Director's credentials when they assess the overall

- quality of a program or try to determine whether to fund the program

locally. A program may be accused of being immature if the staff does not

possess the types of credentials that are believed to be necessary in’

dealing with Jjuvenile clients. The failure to present these "union cards"
may resuit in negative funding decisions and in grassroot criticism from
groups opposed to the program. Perhaps the most 1important reason for
requiring degrees such as a Master of Social Work is that in some programs
this will facilitate the development of a system of foster homes. Many
states allow individuals who possess an M.S.W. to certify foster home

parents without the Tlong delays associated with the state certification

process. Several programs observed in this project used M.S.W.'s for this
purpose.

In order to satisfy all critics, a program should search for candidates

bwho have both the skills and experience needed for a particular job as well

as the credentials needed to legitimate their activities. This is not to
say, however, that the person with the credentials but without the

experience and skills should be favored. Rather, this suggests that the
Executive Director must realize the importance of legitimizing credentials

as s/he seeks both to build an effective program and to make it appear

viable in the eyes of the community, funding agencies, and other groups with
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which the program must work.

B.  ORGANIZATIONAL STRUCTURE

1. The Executive Director

Most programs are run by an Executive Director, who has
overall responsibilities for all aspects of the program and who is
accountable to the Board of Directors. Many small programs require that the
Executive Director combine both administrative skills with direct service
responsibilities to clients. However, as programs grow and diversify, the
Executive Director is generally relieved of most of his/her direct service
responsibilities. Although s/he may still be expected to have some clinical
or counseling expertise, these may be increasingly Tless relevant to an
effective leadership role.

The Executive Directors of those programs that have had longevity and
considerable growth contend that the person occupying this position must be
a skillful politician, an effective manager, and a strong leader. If
programs are to survive following the cessation of their initial funding and
to develop new funding sources, the Executive Director should have business
and management experience and skills 1in carrying a program beyond its

initial stages. One well-organized program had an Executive Director and
Administrative Assistant with Master of Business Administration degrees.

Both people spoke very highly of the benefits of such a degree.

The Executive Director should be skilled in proposa1 writing and in
sustaining the political connections that are necessary for successful
grantsmanship. S/he must have an intimate knowledge of the public service
network upon which the program depends and must have the ability to obtain
from these groups not only financial support, but also public advocacy of
the program. The Executive Director cannot afford to assume the support of -
those individuals and agencies that are critical to survival, but must
actively court their favor at the relevant levels of the city, county, and
state bureaucracy.
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Other important skills for an Executive Director are the willingness to
work long hours, the ability to deal with continuing conflict and sometimes
open rebellion both within and outside the program, the confidence to make
decisions after receiving input from various parties, the appreciation and
understanding of people from different cultural and social backgrounds, and
an image that arouses enthusiasm and loyalty from the staff and conveys an
image of confidence and success to outside constituencies.

In summary, a Board of Directors must consider many variables before
hiring an Executive Director. Executive Directors often have training in
social work, sociology, or psychology. In addition, they need to be trained
and experienced in business and management procedures, proposal writing,
budgeting, and program evaluation. A sense of fairness and enthusiasm for
the program and a personal presence that inspires confidence seem to be
desired personality traits and can probably be judged only through personal
contact with candidates for the job.

2. The Associate Director

Many programs, particulary Tlarge ones, have a position of

Associate Director. As programs expand and diversify, the attention of the
Executive Director 1is often diverted from the program itself to the
management of outside affiliations and contacts. The Associate Director is
then called upon to manage the internal operations for the Executive
Director. S/he must have expertise and experience 1in the social and
behavioral sciences and personality characteristics which result in firm but
fair management practices. S/he should also be able to assist the Executive

Director 1in proposal writing and budgeting and in managing relationships

with the social service network. Perhaps the most important characteristic
is that s/he should be a strong leader capable of organizing and guiding the
staff members who serve as supervisors or coordinators for various program
components.

The most important function for the Associate Director is to serve as a

conduit of information between the Executive Director and the staff. Many
Executive Directors emphasized that the ideal Associate Director should be

- 54 -

=

Fan
Y

e}

v

able to understand and appreciate the policies of the Executive Director and
to implement them creatively in specific situations without being told
explicitly to do so by the Executive Director. The Associate Director
should also be strong and confident enough to prgvide the Executive Director
with information on the policies that are not working and grievances from
the staff which might not reach the Executive Director otherwise. Several
Executive Directors stressed that their Associate Directors should be
creative and independent and able to assist the Executive Director in making
the more important program decisions. However, once decisions have been
made, Associate Directors should be loyal and willing to carry out the

decisions of the Executive Directors without sabotaging them or altering
them to any considerable degree.

In most large programs, the Associate Director has taken over many of
the functions the Executive Director had in smaller programs, including
managing the daily program. While the personal skills and experiences of
the Associate Director are important, there is a need to estahlish
credentials at this position. Staff are likely to show greater respect to a

person with superior credentials and the outside community is 1likely to
interact more positively when these credentials are present.

Perhaps even more important, however, is the relationship between the
Executive Director and the Associate Director. The fwo should form a
coordinated management team founded on trust, respect, and understanding.
If the two do not work well together, the program is likely to suffer with
chaos and discontent. When they do operate in tandem, the program will
benefit from both effective internal management and positive relationships

with the local community, relevant social'“service agencies, and political
interest groups.

3. Unit Coordinators and Supervisors

Two or more unit coordinators or supervisors are often found
at the Tevel below that of the Associate Director. Educational credentials
in the social and behavioral sciences are important at this level because
these people must often deal with multiple social service agencies and must
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be able to interpret the results of clinical evaluations or other tests.
However, personal skills and experience still remain the most important
qualificatidns for such Jjobs. The people who fill these positions should
have experience in dealing with youthful clients and, perhaps more
importantly, should have dedication and commitment to their Jobs.
Counseling research suggests that warmth and empathy are critical here if
changes 1in client behavior and personality characteristics are to be
expected. Of course, these are difficult qualities to measure precisely,
although the Executive and Associate Director often have them and are able
to recognize them 1in others. It is also important that such supervisors and
coordinators be willing to work long hours and be capable of handling crisis
situations both with clients and their families. This position requifes a
commitment to more than a nine-to-five-job. Other characteristics mentioned
as %mportant for this Jjob include appreciation of different cultures and
different socio-economic classes, an understanding of the community from
which clients come, and a vague but nevertheless important characteristic

- generally described as "street-wiseness.”

4. Service Delivery Staffers

Below the 1level of the coordinators or supervisors are the

~ staff members who daily work directly with clients. While a bachelor's

degree may-be important for such a person, it is not essential. His/her
most important qualifications are a dedication to helping youthful clients,
an empathy with their problems, an ability to tolerate conflict and the
clients' Tlack of short-term progress, and ‘sufficient self-respect and
maturity to deal with the emotional barrages that clients often direct
against him/her. Such staff members are often community residents who

understand the dynamics of the neighborhood and have an intimate knowledge

of family problems and the attractions of the street that have enticed many
of their clients inte deviant actions. Not only is it difficult to specify
these qualifications 1in written or measureable terms, but their
identification also depends on the skills of those doing the hiring. Often
these qualifications and skills are only recognized through experience with
the person.
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The need to recognize skill and ability in hiring a staffer touches on

~an important footnote to this discussion: One should not be hesitant to

terminate an employee who demonstrates that s/he does not have the personal

skills needed to deal effectively on a one-to-one basis with clients who are

experiencing difficulties. Several programs visited by SERCL said that some
of their most serious problems have been caused by the failure of management
to terminate inefficient employees quickly enough. Many program directors
emphasize that the one-to-one relationship between staff member and client

is probably the most important dimension of the program and if it is not’

attended to seriously, the work directed at securing funds and establishing
political connections to ensure the future of the program will be 1in vain.

Hence, ineffective staff are a serious 1iability which should be remedied
immediately. '

5. Administrative Assistant

Another common position, that of Administrative Assistant, is
particularly useful in larger programs where the Executive Director and
his/her Associate need the assistance of someone in handling the many jobs
which often fall through the cracks due to time constraints. Important to
this position are competence in supervising clerical staff, skill in keeping
program books and records, knowledge of the budgeting process and proposal
development, ability to develop personnel policies and other codes of
procedure for approval by the Executive Director and the Board, an ability
to make decisions for the program, and an overall sense of responsibility
for managing the daily purchasing, receiving, and documenting processes.
One Executive Director gave her administrative assistant the responsibility
of collecting the necessary data for monthly reports for the various funding

sources of the program. The program was multi-funded and gathering the data
necessary for these reports consumed a great deal of time.

The most successful people in this position usually have training and
experience in business with a particular emphasis on personnel management
and bookkeeping routines. While this employee is not involved in providing
services to clients, s/he may be responsible for the daily operation of the
business aspects of the program, following the guidelines laid out by the
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Board and the Executive Director.

C. ORIENTATION AND TRAINING OF STAFF

1. Orientation to the Program

Most programs offer a general orientation to the program for
each new employee. Its purpose is to provide new employees with the basic
rationale for the program's organization, although it does not generally
focus on the details of specific jobs. Rather, attention is given to the
history of the program, its overarching design, and 1its functional
jmportance and position within the total service network for youths in
difficulty. This initial orientation also provides each new staff member
with the opportunity to meet other staff, Tlearn about internal system
relationships and be introduced to personnel policies governing all program
employees. While some programs allocate a specific amount of time for
conducting this orientation, usually two or three days to a week, others do
it more informally by permitting the new employees to spend time with
different members of the program during the first week or so of their
employment. Through this procedure, new staff learn about the divisions of
the program. Initial orientation is wusually conducted by the chief
executive officer with the assistance of supervisors.

One Executive Director believed that a new employee should start

learning the agency from the top down. The new employse spent the first

week of employment following the Executive Director, attending meetings,
doing community contact work, and observing other executive functions. The
next week was spent with a mid-Tevel supervisory person; the third week was
with the individual's own supervisor. During the fourth week, the
individual was placed in the position s/he was hired for. The Executive
Director of the program enthusiastically endorsed this training process
because it allowed the new employee to know where his/her job fit into the
general scheme of things and gave him/her a feeling of belonging in the
agency.
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2. Training for Specific Jobs

Although few existing programs are entirely happy with their
training program, believing they could be improved with more time and
resources, most emphasize the need for training in specific job areas
relevant to the new employee's work. General training programs for all new
employees are not as satisfactory as those which focus on the specific
skills. Supervisors also stress that training should address the skills
already attained by the empToyee. That is, some new employees will need
considerably more training than others with prior experience and more skills.

SERCL interviewees generally felt that the most demanding training tasks
were required for those who work directly with clients, 1in counseling and
supervisory roles. Among the skills to be stressed within a training
program are: Individual and group counseling, interpersonal empathy, case
management, case advocacy, interviewing techniques, needs analysis, family
counseling and small group relationships, crisis intervention, behavioral
change, and a knowledge of other service providers to whom clients may be
referred. Skills such as grant writing, supervising, record keeping, and
budget management are important training areas for employees not directly
involved with clients.

Most programs provide several training methods. The Executive Director
and the supervisors often have responsibilities for both general orientation
and training in more specific skills. Sometimes, this is done through
programs designated as training seminars. At other times, it is managed
through frequent supervision shortly after a new employee begins working.
The majority of programs visited by SERCL's research team filled vacancies
by promoting, thus reducing many training functions for supervisory
personnel. In fact, a surprising number of programs using volunteeers hired
them for full-time employment when an opening arose. Thus, the need for the
formal training sessions was eliminated. In addition, some programs hire
outside consultants to do a portion of their training, or they may have new
employees enroll 1in university courses or other structured learning
experiences relevant to the job. One program had a cooperative arrangement
with similar programs in its part of the state to pool their resources so it
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could afford more and better qualified outside trainers for its staff’

development.

Most of the programs rely on some other resource for the structured
training, either provided by the program or at a university or other
training center. However, many respondents suggested that this alone was
not sufficient training for the details of any specific job. What is
additionally needed is continuing supervisory and peer teaching as the
person begins a new job and experiences difficulties. It is unreasonable to
expect that a person who attends a course or training institute will be able

to perform satisfactorily without any support or feedback from the prqgram
staff.

3. Continuation of Training

Most successful programs have discovered that training should

not end with the initial orientation. Instead, the program must continue |

efforts to upgrade skills and to introduce staff members to new techniques
and methods. Many programs provide paid educational leave to staff members
who wish to attend relevant workshops or university courses. Individuals
who attend these training sessions are then asked to brief the staff on what
they have learned. Many programs also plan frequent in-service workshops
for their staff members. These may be held in cooperation with other
community agencies that need people with the same ski]]s or have identified
similar problems in their programs. Other training systems include staff
retreats, frequent staff meetings where problems are shared and new ideas
are invited, and direct participation by all staff members in decision
making. These efforts not only supply the program with greater input but
also appear to give staff members a feeling that they are involved in the
program, thereby providing them with some stimulus to think more creatively
about staff and client problems.

4. Funding for Training

New programs tend to pay little attention to the need for
training. Rather, they focus upon the selection of qualified people for
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positions and fail to budget money for training. As programs become more
complex and the need for project survival gives way to project
institutionalization, they generally discover that even the most qualified
persons can always benefit from initial training and that continued training
is quite beneficial for both the individual and the program. Therefore,
most mature programs provide funds for training in their budget and funding
proposals.

D.  PERSONNEL POLICIES

Many new programs, particularly if they are small, do not initially
have a set of personnel policies. However, as programs mature and grow,
they usually become aware that written personnel policies are necessary.
Sometimes this need becomes apparent after a current or former employee
complains about problems related to job discrimination, his/her paycheck or
promotion. Sometimes these complaints are arbitrated by other agencies;
sometimes they are addressed within the legal system. The wise program
develops reasonable and comprehensive personnel policy before such problems
arise.

The development of a personnel policy is often not an easy task. For
example, it is difficult to jdentify &ll potential problems and issues. For
this reason, it may be prudent for a program to examine the personnel
policies of similar agencies, policies which were developed over years and
which reflect the experience of programs with a wide range of personnel
issues. A sample set of personnel policies is presented in Appendix B. A
wise Executive Director will examine several such policy statements in order

" to determine their applicability to his/her circumstances. Most personnel

policies include many of the following items. While few programs deal with
each of these items, each should be included in a comprehensive personnel
policy statement. They include: 1) a description of the agency and its
philosophy 1in treatment and service; 2) an organizational chart and a
responsibility flow chart for the agency; 3) a job description for each
position within the program; 4) the -educational qualifications and
experience required for each position; 5) a statement of training that will
be provided by the program for each position; 6) a delineation of the
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methods and procedures to be used in evaluating staff and administrators
within the program; 7) a statement covering grievance and appeal procedures;
8) a specification of employee benefits, holidays, and vacation policies; 9)
a discussion of sick leave allotments and reporting procedures; 10) a
presentation of disciplinary and termination procedures and procedures for
resigning from a position; 11) a definition of procedures or methods to be
followed when requesting maternity, emergency, and professional or
educational leave; 12) a statement regarding affirmative action; and 13) a

specification of the procedure or methods to be used for revising and

updating the personnel policies.

Some agencies include more items than those Tisted here. Forﬁexaﬁp]e,
some insert a sample of each form used within the agency and include
information about the circumstances under which it is to be used and how it
is to be completed. Others provide lists of the Board of Directors as well
as other program volunteer or community resources. Overall, the policy
manual should be comprehensive but not too long to be cumbersome. If it is
the latter, many employees will not read it. '

After an agency has reviewed the personnel policies of other agencies
and made a determination of the areas it will cover in its own policy, staff
are frequently asked to share in the policy creation process. While the
Board of Directors usuaily has final approval and legal responsibility for
anvy such policy, many program directors report that their policies are much
more widely accepted among employees when these employees have had a chance
to participate in the creation of the rules and procedures.

Annual reviews of these policies, reviews which include program staff,
should also be scheduled. Through this procedure, those procedures which
are not working well may be identified and staff may have the oppcrtunity to
suggest areas in which policies may be needed for the first time. 1In
anticipation of this yearly revision, it might be wise for the program to
package its set of personnel policies in looseleaf notebooks so that
particular pages can be replaced each year as necessary.

Personnel policies should be distributed to each new employee at the
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beginning of his/her employment and the personnel manager or project
director should. review them with him/her. Many program directors suggest
that an employee actually sign a form indicating that s/he has read the
policies and fully understands them in order to avoid future personal or

legal actions that may stem from a claim of misunderstanding or Tlack of
information. ' ‘

Not every item mentioned above can be included in one set of personnel
policies. For example, many programs may have difficulty specifying precise
promotional criteria. However, most other items can be included.
Experience has shown that the areas which are particularly important to
include are grievance procedures, personnel evaluation procedures, the hours
of dai]j work expected from each employee, and compensatory time procedures.

E.  SCHEDULING

Several Executive Directors suggested that scheduling difficulties
and grievances can deveiop into a serious problem. In addition to
suggesting that staff members help plan work schedules, thcsie Divectors felt
that scheduling must be continually monitored 1if grievances are to be

identified early and corrected before they escalate into more serious
dissension problems.

Most of the difficulties involved in staff scheduling are related to
residential programs, but they may also be experienced by non-residential
programs, particularly if they involve more than one shift. One issue
relates to the handling of compensatory time. While many, if not most,
workers will put in an eight hour day, some conditions may necessitate a
longer work day. In such instances, some programs will allow time-off at
slack periods to compensate for such work. Others pay regular wages for
this overtime, while others have no arrangements for overtime pay, routinely
expecting their employees to put in overtime even though they are only paid
for an eight hour day. Some project directors have been known to evaluate
the motivation of their employes according to the amount of overtime they
are willing to put in without extra payment. Whatever arrangements are made
concerning compensatory time, the policy should be clearly stated and new
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employees should be informed of it as they begin their employment.

Several Executive Directors mentioned the advisability of having
overlapping work schedules. This type of overlapping arrangement is used in
many hospitals so that nurses pass on to the next shift information
concerning the problems and conditions of patients. Any ihstitution which
deals with particutarly difficult clients may find value 1in this
arrangement. An overlapping schedule appears to smooth the transition from
one shift to another and permits staff members to share information
concerning problems or special opportunities which occurred earlier in the
day and which may re-emerge later in the next shift.

Another suggestion is to have employees work a variety of shifts. Many
directors have found, for example, that the behavior of clients may be
different in the morning than in the afternoon, or may vary considerably
from recreational to educational settings. For this reason they 1like to
have experienced staff for each of the settings that comprise the program.
Therefore, if a residential program has three shifts, each employee may
expect to work each of these three shifts over a period of three months.

Another reason for varying employee's schedules is to allow for the

staff's personal needs. Many good staff members are willing to work nights

for a period but are unwilling to continue in this pattern for an extended
period of time because it interferes with their home lives. If they are

forced to continue working nights, they may resign. However, if working a
late shift is only an occasional requirement, they may be willing to accept
this duty. Many senior staff members regularly share this duty, finding
that it raises agency morale.

Payments for these people thus will not vary from week to week.
Positions should be salaried if the employees will each be working widely
varying time spans. '

Some programs permit staff members to work four ten-hour days rather

than the ordinary five eight-hour days. This allows them more intensive
client contact on the days they work and also gives them more free time away
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from their c]ients to relax and restore their énergy reserves and interest.
In some instances even this is not enough for staff who have become too
involved in their work and have Tlost their efficiency and sense of
perspective without realizing it. Program directors need to be aware of
these potential problems and may need to intervene before the person either
resigns or needs to be fired. This problem can be countered by the
provision for an extended Tleave of absence for persons who are still
committed to their Jjobs but cannot presently function well due to the
emotional burdens which their work entails.

One additional consideration needs mentioning. Directors of residential
Programs suggest there is likely to be a continuing problem keeping an
adequate staff for the night shift. While this may be related to
scheduling, it is also often the product of inadequate program budgets.
Programs should consider the 1importance of the night shift 1in their
budgeting process and should provide sufficient staff to cover the program
during the evening hours. One program solved it by requiring all staff,
including the administrators, to take their turn on the night shift. A
sample of its scheduling process is included as Appendix C.

F.  EVALUATION

Evaluation of the employees 1is 1in two parts. The first is a
probationary evaluation which occurs three to six months after employment
begins. The purpose of this evaluation is to review the initial work of the
employee and decide if s/he should be e]igib]é for continued project
employment. Some programs have a second level of probationary evaluation
which may occur after six to nine months. If this evaluation is positive,
the employee then becomes a permanent staff member. A second type of staff’
evaluation is the periodic evaluation of all permanent employees. This
generally occurs annually in conjunction with the consideration of a raise,
although Somé programs choose to do it twice a year or even more
frequently. Once a year, however, seems to be the most usual pattern for

formal evaluations. A Sample Staff Evaluation Form is provided in Appendix
D. |
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The annual evaluation 1is conducted by an employee's supervisor. The
Executive Director of the program is evaluated by the Board of Directors.
Some programs have experimented with verbal evaluations but most have found
'that a written evaluation 1is preferable. Evaluations are discussed in

'person'with the employee and s/he is given a chance to defend him/herself

against the criticism offered. If there are serious disagreements over the
evaluation, the matter may be referred to a person higher 1in the

-organization for arbitration. Some programs even have a committee composed

of administrators and staff personnel to consider disagreements that could
not be settled at the supervisor level. The written evaluation is deposited
in the employee's file after all parties agree to it.

Several programs were not completely satisfied with the criteria of the
evaluations. While they felt the process is satisfactory, they were not
happy with the vagueness of the evaluation items. These evaluations should
relate specifically program functions. For example, a bookkeeper should be
evaluated on technical efficiency and accuracy in maintaining the records of
the program, while a counselor should be assessed according to his/her
rapport and personal effectiveness with clients, attention to record keeping
details, agency follow-up, sensitivity to pending problems and need for
client referral. These specific evaluations according to function are very
useful to program managers in administering their programs as well as fo
employees by giving them specific feedback. It is difficult to recommend a
single form for personnel evaluations. Evaluation procedures should be kept
fairly flexible and should allow both the employee and supervisor to define
the criteria by which the employee will be evaluated.

Two other suggestions should also be considered by the program manager.
First, peers should be given a chance to evaluate one another. In many
cases they may have greater knowledge concerning a particular employee's
functioning than the supervisor and it is often helpful to solicit their
evaluations of their peers. Co-workers are very likely to be aware of the
shortcoming and inexperience of their colleagues. However, a manager must
be careful to avoid the trap laid by one who tries to advance his/her career
at the expense of a co-worker. Second, a number of programs have found it
useful to ask employees for written self-evaluations. These evaluations
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should be independent of those completed by supervisors and employers. This
self-evaluation process encourages employees to look carefully at their own
work and to identify their own strengths and weaknesses. The sting of a
Supervisor's criticism is often Tlessened if the employee has previously
identified the problem area. Also, the praise of peers and supervisors
means more to the employee who has identified him/herself as deserving it.

It is probably unwise to rely on one person's evaluation as a mechanism

for correcting or reinforcing the behavior of employees. A procedure which

solicits information from the person being evaluated, from peers, and from

supervisors probably provides a more accurate and detailed insight into an
employee's work than any single judgment.

G.  VOLUNTEERS

No general agreement about thé usefulness or desirability of
volunteers in delivering service was evident to SERCL staff. Several
persons interviewed stated they had given up on using volunteers in their
agencies. They claimed that too much time was taken in recruiting,
supervising, and training volunteers to make the effort worthwhile. They
further argued that the volunteer's lack of skiils and their self-serving
motives were often detrimental to program goals. Others, however, were much
more favorably disposed to volunteer help. One place even filled full-time
positions with volunteers, expecting the same work from them as from paid
employees.  Even these persons, though, had some reservations. They
stressed the importance of special training and supervision for volunteers.

Most programs that use volunteer help carefully organize this activity.
They provide extensive training in the skills and activities in which the
volunteers will be engaged. They also assign very specific, tightly
organized activities for volunteers and careful supervision of their work.

Many programs maintain a special position entitled Volunteer Coordinator or

Supervisor. Voiunteers are asked to work a set number of hours per week,

commonly five to fifteen, and must report their activities to the

supervisor, These reports are carefully checked for accuracy and
appropriateness. In many cases volunteers are asked to sign a contract with
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the program specifying the type of activity they will be involved in and the
amount of time they will devote.

Programs also emphasize the importance of careful selection in addition
to training and supervision. Not every volunteer is accepted. During the
training process, candidates are carefully watched and evaluated and those
who do not appear qualified for the position - or who show undesirable
emotional traits are told tactfully that their services will not be needed.
In addition, volunteers who following their training, do not_fu]fi]] their
obligation to the program are quickly dismissed from their duties. In one
program, where volunteers were used for crisis counseling, those who had not
had an active case for the past three months were required to reapply and
undergo retraining.

Program staffers often consider any volunteer, whether it be a community

resident or a student from a local college or university. They feel that

careful screening and training allow them to select appropriate volunteers
from diverse backgrounds and affiliations. Some programs, however, prefer
volunteers from Tlocal universities or colleges. They appreciate the
requirement that the students put in a specific number of hours per week
(commonly fifteen to twenty) in the program and that they be carefully
supervised by the participating college or university. The only problem
mentioned concerning student volunteers or interns was that they usually
depart from the program following the termination of a current semester and
therefore cannot be relied on for the future.

. Use of ex-offenders as volunteers or staff employees is supported by
some programs. Arguments against the practice stress that ex-offenders are
not appropriate volunteers or staff members, because they are trying to
solve their own personal and vocational problems and therefore cannot be
much help to youth in trouble. The majority, however, feel that
ex-offenders can be quite valuable because their backgrounds and experiences
are often similar to the youth they will serve. The program's training,
screening, and supervisory practices, they feel, are sufficient to solve any
problems that might arise.
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Programs that use volunteers mentioned the services they provide. Some
participate in direct program functions. For example, volunteers may tutor
clients in their school work or work in background areas, sucih as
motivation, aspiration, or attitudes toward school and general learning.

Others become friends and advocates of clients. They may serve as big

brothers or friends, or take the client on recreational outings, camping
events, or other similar educational and diversional activities. Volunteers
who work directly with clients must coordinate their work with the case

‘worker responsible for the particular client on at least a weekly basis.

Other volunteers work in the program but not directly with its clients.
They may do typing, filing, or other secretarial and office management
tasks. One program uses volunteers to do all its bookkeeping, billing, and
check-writing. Some also answer the phone, follow up on client referrals,

make certain that a client actually arrives at an agency, or do tasks that
allow more staff time for direct contact with clients.

Other programs use volunteers to improve relations with the community.

For example, volunteers .can point out programs which may have valuable
services or assistance to provide the alternative project. Volunteers may
assist the program in its public relations activities with the media and
with the Tlocal community; they may also engage in the local program

fund-raising ventures. Many programs believe that their volunteers provide
extremely valuable assistance to the program by increasing the level of

community awareness of the problems faced by their clients and what is being
attempted locally on their behalf.

Volunteers are particu1a§1y useful to privately managed agencies,
especially if they are skiiled in counseling and relate well to youth,
although there is considerable variation in the use of volunteers in such
programs. In agencies which focus upon the provision of highly skilled
technical services, such as psychiatric counseling, drug treatment, and
other professional services, the training costs are prohibitive and
volunteers are unlikely to be used in the providing of direct services.

Good use of volunteers in an alternative program depends on a commitment
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of time and effort on the part of the professional staff. Some staff member
must be designated to recruit, orient, train, and supervise volunteers.
However, exceptions are notable. The Board of Directors of one program
recruited and managed a very helpful group of volunteers in a non-service
delivery effort. Nevertheless, in order for volunteers to be used for
servicé delivery there must be staff commitment and a significant number of
volunteers must be used by the program. Because smaller programs often
cannot afford this investment of staff time, they often fail to use
volunteers effectively. Some programs will only consider using volunteers
with the specialized 'training and commitment found among college or
university interns and/or other experienced help. For Targer programs,
volunteers may become an important community resource.

H.  FOSTER PARENTS

Programs which have foster home components need state 1icenses
which are generally given only after state officials have had experience
with the program and have confidence in its professional ability to oversee
the operations of foster homes. Some states allow people with M.S.W.
degrees to license foster home parents. Some of the programs visited in
this project had an M.S.W. on their staff who routinely licensed foster
homes. Generally, the state licenses the first few foster homes in this
system. Later, the state oversees the M.S.W. Ticensing foster homes.
Eventually, after the state officials are satisfied with the ability of the
M.S.W, they permit the program to Ticense its foster homes itself.

Being licensed to certify foster home care implies that a program has
the necessary skills and facilities to recruit families for foster care,
train them to provide successful foster home care, and provide continuing
program resources and advice to ensure that the placement is satisfactory,
both for the foster parents and for the clients. Two types of foster homes
frequently exist. The short-term home generally houses youth who are in
need of Tlimited assistance, commonly for a period of 3-4 weeks to two
months. A second type is a longer term venture with youth remaining in the
foster home for a year or longer. In both types of foster home care,
careful selection, training, supervision, and support are required.
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The first task in any foster care program is to recruit foster care
parents. Soliciting is done through radio and television announcements and
flyers. Programs may also work closely with churches or ofher
service-oriented organizations. Some programs even put advertisements on
radio or in newspapers which identify types of children in need of foster
care placement. Once potential foster parents are identified, the screening
process begins. The program contacts the potential foster parents and
schedules an initial meeting at the program offices or the candidates'
home. Initial attention 1is given to conditions thap may disqua1ify"the
candidate. For example, they may not 1live in the appropriate county and
thus are ineligible for foster care reimbursement. Attention is also given

to the adequacy of the 1living arrangements with respect to space,

construction, number of floors, number of exits, type of heating system, and
other safety matters. Staff Took at situations that bear on individual
health, such as water supply and sewage systems. They consider the Tocation
of schools, hospitals, recreational activities, and transportation. If this
jnitial examination does not disqualify the candidates, their personal
references are checked., A form developed for this purpose is usually
followed up with an interview between program staff and those providing the
reference. Information on the perceived strengths and weaknesses of the
family, personal problems, marital difficulties, problems with their own
children, and financial problems is sought out. Some attention 1is also
given to the reasons these particular candidates desire foster home

placement and what their reaction is 1ike1y to be when the foster child is
withdrawn from their home.

If these initial checks are satisfactory, a second interview is usually
arranged with the candidates. In this interview, the candidates are asked
blunt questions about potential problems or concerns, including the effect
of foster placement on their own children, the effect of a placement on
their marriage, their motives for wanting foster placement, their ability to
deal with possible deviant behavior and to face potential failure in this
effort, their dedication to tolerant concern for human development and the
problems which often arise therefrom, and their ability to take on a new
family member who will undoubtedly add new complexities and possibly serious
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problems to their Tlives. At this point, some applicants begin to realize
that they are not suited to be foster parents and may withdraw. In other
cases, the staff may realize that while there are no hidden problems with
these people, they nevertheless will not be good foster parents. After
in-depth probing, for example, staff may discover that a potential foster
parent may not be a good role model for foster children. Sometimes, foster
children may also challenge the emotional stability of the family.
Sometimes, potential foster parents may be so uncertain of their own skills
in interpersonal relations or career pursuits that they will be unable to
provide the kind of stable 1iving environment needed by the clients placed
in their house.

Once the candidates are accepted as foster parents, they must
participate in a period of training. One component of this period focuses
on practical problems encountered in foster care. These include what to do
in medical emergencies, how to assess their rights and responsibilities
toward the young person Tliving with them, what happens if the child should
run away, what to do in case of further problems with Tlaw enforcement
officials or school authorities, how to handle discipline, or what steps to
take if the youth's actual parents show up at the house and demand to see
their child. A second component of the training examines more interpersonal
and counseling matters. Here, attention is given to the specific problems
encountered by the client in the past and those that are likely to develop
in the future. This 1is related to the possible difficulties the client
might have relating to a new family and to the emotional traumas invo?véd in
establishing new trusting relationships while being asked to give up old
ones. Attention is also given to the need to integrate the youth with the
other children in the house and to allow him/her to participate quickly in
the social system of the family without feeling left out or unwanted. The
family is carefully prepared for initial failure in these ventures. In many
cases the client or the client's natural parents will strike out at the
family and attempt to reject them and to elicit hostile reactions from
them. The foster family should be prepared for this eventuality and trained
in procedures for accepting it and working toward more positive
relationships with the youngster.
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Training may proceed for six months or longer. In some programs, it is
an on-going function where foster parents meet once a month with staff
members ~and other foster parents to share their experiences and to learn
about approaches to foster children. These concerns cannot be easily
programmed into simple statements as "dos" and "don'ts," because the

-problems are often complex. Foster care training is fincreasingly being

perceived as continuous and often involves sharing among a wide variety of

people who can provide both helpful suggestions and support for this
difficult job.

Foster homes should not be isolated from the activities of the parent
program. Most programs ask for reports at least once a week on the progress
and problems of each client located 1in the home. In addition, a
counselor-caseworker from the program visits each foster client in the

foster home at least once a week and attempts to resolve continuing problems
and to reinforce good progress.

Initial training should not be Timited only to parents as it is probably
as helpful and important for the client as it-is for the foster parent.
Foster children need to be exposed to what is to be expected of them and the
kind of opportunities that are available for them before they are actually
placed into foster care. Some programs even have & group meeting for foster

children where they can get together and discuss their own problems and seek
solutions to these difficulties.

One problem that even the most talented foster parents frequently
mention is the need to get away from their home occasionally. The foster
parent does not have the freedom of a normal parent to arrange for
babysitters and go out on weekends. Many programs have found it helpful to
use volunteers as tempcrary foster parents. A volunteer couple may move
into the foster home for the weekend and look after the children, while the
foster parents have a chance to get away, at least occasionally.

I.  STAFF BURN-OUT

Staff burn-out is a frequently mentioned management and service
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delivery problem. It is especially serious for those individuals who
develop intense commitments to changing the Tives of their clients.
Programs routinely report on staff members who became so involved in their
work and so exhausted from their intense efforts that they either become i11
or are unable to maintain a high Tevel of commitment to the program.

In order to avoid staff burn out, several strategies "have been devised.
Some have been fidentified in previous sections, and include frequent shift
rotations, an allowance for four ten-hour days with three days off, and
extended leaves for those who suffer from lack of energy and enthusiasm. At
least four other strategies deserve further attention. One permits a
variable work schedule, particularly for those who do not have to integrate
their work carefully with other employees. For example, caseworkers and
counselors may be able to perform their work satisfactorily at different
times each day. Based on their own family schedules and other involvements,
they may decide to work one day between 7 a.m. and 4 p.m. and another day
between 11 a.m. and 8 p.m. This allows for variation and seems to give them
the freedom they need. It further gives them some refreshing novelty in
their jobs. The second strategy is that of job sharing. In this plan, two
people, possibly a husband and wife, share one job. One works for the first
half of the day and the second completes the shift. This holds promise as
an attractive opportunity for a husband and wife who would like to share
both career’ opportunities and household duties. This may also be attractive
for a program that probably will get more than a half-time commitment from
each of its workers and is less 1ikely to be faced with a staff member whose
enthusiasm and energy may decline sharply. However, a program risks

alienating two persons rather than one if a disagreement arises at a later
date.

A third strategy for minimizing burn-outs is to involve staff members in
tﬁe total management of the program. Very few of the programs visited to
prepare this report are hierarchically managed. Most have a high degree of
staff involvement in management. Some programs are even managed
collectively and the Executive Director wields no authority that is greater
than that of any other staff member. Staff involvement in the management
process gives members a feeling of control over a significant part of their
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Tives and reduces the frustrations and stress which can normally accompany
jobs in which the employee has responsibility but no control.

A fourth strategy for reducing stress. is to use the therapeutic

community idea. Some programs use many of the same therapeutic techniques
on themselves that they use on their clients. One program has a weekly

group therapy session in which staff members are encouraged to express their
frustrations with the program and to work out the problems among

themselves. This Tleads to a very free working relationship among the staff
and provides an outlet for frustrations which may accompany a difficult job.
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CHAPTER FIVE

PROVIDING PROFESSIONALASERVICES

Professional services to clients are often offered by members of the
agency's own staff and by outside providers. The modes of services have a
variety of management problems.

A. OQUTSIDE PROVIDERS

1. Medical Services

The two major problems associated with providing medical care
to clients in alternative programs are the extremely high cost of medical
care and legal 1liability. Both of these problems can be eased with some
community contact work and a proper intake procedure.

Although medical care is expensive and beyond the reach of the available
funds of most alternative programs, funds for medical.care are nevertheless
available. A manager should begin by canvassing medical services availatle

in the community. Some local medical personnel may contribute their

services as a charitable act. Most medical personnel will offer some
services for free but seek payment for others. If payment is required,
there are several publicly-funded sources of payment, such as Title XIX,
Medicare, and local welfare funds.

Numerous arrangements can be made to provide medical services through
outside providers. In some instances, a physician may come once a week to
handle routine health care needs. If this is the case, the program may

"save up” the new admissions and have a doctor provide physicals and other
needed care during this once-a-week visit to his/her facility. Alternately,

youngsters may be taken to a doctor's office for these routine matters. If
program clients Tive in the immediate area, they may even use the services
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of their own physicians. Many projects, however, have found that medical
clinics and hospital out-patient services are adequate substitutes for the
services of a personal physician. One project was able to recruit a
physician for its Board who was willing to be on call for project
emergencies and more routine medical services without charge. Sometimes a.
National Guard doctor will be willing to provide assistance as part of that
group's expanded effort to serve the community.

A1l medical services need not be provided by a single source. One
medical provider may be able to meet one client need, while another may meet
other needs. For example, a physician may willingly serve 1in the
administration of venereal disease tests, but may express hesitation in

providing more extensive services.

The Tleast complicated way of providing medical services to clients is to
have them go to a nearby free c<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>