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PREFACE

Two previous publications by Westinghouse, State Options fox

Supporting Delinquency Prevention and Selective Oxganizational Change

in the School, were developed to provide assistance to States in the

development of sound prevention programming and planning. ‘As states
began to implement prevention ideas, some new ideas about successful
prevention programming emerged, and the process by which some of these
ideas might be implemented became clearer. This document describes the
efforts of five States to implement prevention work in significant ways.
The models employed and the process for implementation varies, but the
theoretical base that concentrates on changing organizations that work

with young people remains consistent.

It is our hope that this document will assist State planners,
prevention specialists, and others working in the prevention area to
look again at ways to effect good prevention programming. It also is
our hope that states beginning prevention work for the first time will
build on the experiences of these states and utilize some of the
resources that are now available. All of us are concerned about
maximizing human and fiscal resources to facilitate effective prevention

programming. This document will contribute to that end.

David D. West

Director

Formula Grantg and Technical
Assgistance Division
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1.  INTRODUCTION

1.1 Purposes of This Paper

1.1.1 To Highlight Successful State Prevention Programs

This report takes an in-depth look at five Stdtes that have
exhibited a strong commitment to the development and expansion of
state-level policy, planning and programming strategies for primary
delinquency preveution. The paper identifies some of the more promising
prevention strategies and describes the entire process from conceptuali~
zation through implementation. The approaches that are highlighted in
these studies focus on organizational change strategies that do not
require extensive financial resources.

1.1.2 To Serve as A Companion Piece to the State Options Working Paper

In 1978, the Delinquency Prevention Technical Assistance Program
(DPTA) undertook a survey of prevention activities at the State level
and found that most States had difficulty in making choices about sound
prevention programming. Because primary prevention (precluding the
initial occurence of Jdelinquency) was an elusive concept not amenable to
easy program development, implementation, and evaluation, most of the
efforts by OJJDP, the State Planning Agencies, and many public and
private juvenile justice organizations were focused on secondary or
tertiary prevention. Although contemporary theories of delinquency
causation argued for specific program approaches, practitioners
complained that these theories had not been translated into a framework
which could be used to guide the development of statewide prevention
strategies.

A




E =g

As a result, DPTA established the State Initiatives Program to
develop the necessary programmatic framework. At the same time it
designed an intensive long-term technical assistance effort to focus on
developing the capacity of participating States to support systematic
application of contemporary primary prevention theory to local program
options. Particular emphasis was placed on establishing local community
based programs designed to test the theory. To support the work of the
States, DPTA developed a set of generic rescurces to be used by profes-
sionals and planners to guide their efforts. The first product, Delin-
quency Prevention: Theories and Strategies, was published as a blue-

print for planning and development efforts. It contains a reviesr of
contemporary delinquency theory, research, and program literature and an
analysis of past efforts in terms of their impact and effectiveness.
The organizational change approach is proposed as the most promising
strategy for primary prevention efforts. Organizational change is
defined as changing the policies, practices and procedures in schoolsg,
workplaces and community that contribute to the reduction of delinquency
and to law-abiding behavior among young people. The document suggests
grounds for selecting, developing, designing and evaluating projects to
reduce the incidence of delinquent acts. It is intended to support the
efforts of planners, grantmakers, program operators, consultants,

trainers and evaluators.

The second product, State Options for Supporting Delinquency Pre-

vention: A Working Paper, explores in greater detail the specific ways

that States can leverage sound prevention programming through their
technical assistance, training, planning, funding, evaluation and moni-
toring functions to promote and support the program forms recommended in
the first publication. In addition, three working papers: Selective
Organizational Change in The School A Guide for Delinquency Prevention

Programs Based in School Activities: A Working Paper, and A Guide for

Delinquency Prevention Programs Based in Work and Community Service Ac-

tivities: A working paper, have been developed to provide guidance to

1-2
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local practioners in conducting the sequence of activities necessary to

implement the organizational change approach espoused by DPTA.

The Five Case Studies in this volume represent the fifth major
publication of DPTA; this paper is intended to serve as a comparion

piece to the State Options for Supporting Delinquency Preventior.: A

Working Paper, which presented a possible sequence of work, from early

conceptualization and organizational stages to development and evalu-
ation. This paper captures the experience of five States as they »ro-
ceeded through some of these stage:. As such, it represents an addi-
tional effort to clarify the concept of primary preveation and to refine
the framework that has been developed to guide policy makers and practi-
tioners in devising appropriate strategies at the State and leccal

levels.

1.1.3 To Provide a Variety of Models and Identify Some of the Change

Processes for Those Contemplating a Prevention Strategy

In earlier publications' discussions of selective organizational
change (i.e., altering the arrangements and processes of contemporary
social institutions that generate delinquent behavior) focused on
general policy development and stages in the process of prevention work.
As these general theories and/or policy directions were implemented,
several different strategies emerged. Some States utilized the school
climate approach. School climate may be defined as those qualities of
the school, and the people in the school, that affect how people feel
while they are there. F1 Others worked from a more general organi-

zational change model which is explicated in several of Westinghouse

For a further discussion on this, see "Some Ideas on Improving
School Climate," by Eugene R. Howard. Colorado Department of
Education, March, 1980, p. 1.
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publications on schoots and delinquency prevention. Regardless of :he
particular strategy within the state, the thecretical basis always

included modifying the way organizations work with youth.

The school climate approach utilized by Colorado, New Mexico, and
Wisconsin, allows States to utilize a technique that has already been
implemented in a significant wu.y. At the same time, the processes for
planning, implementing and funding this approach had wide variance. The

interest of school personnel varied and the intensity of implementation
was radically different in each State.

Maine and Connecticut have developed school changes and state

policy in a different context and in a different manner. Their approach

focused on gathering related State agencies into a joint effort to
develop State policy before ¢+-

ated at the local level. T

:nt models of prevention were initi-
utilized different interventions and
different organizational bases. Their strategies provide good insights
on how to accomplish change in a variety of contexts and settings. This
publication should provide an information base for States that are
contemplating new initiatives and provide additional strategies for
states who have already begun an initiative.

1.1.4 To Identify Those Program Elements That Might be Applicable to
Other States

Although detailed descriptions of a particular strategy and its
anticipated outcomes are intended to be instructive, professionals will
have to identify the elements or segments within the five case studies
that appear to be most applicable to their state or locality. 1In
developing any program, the likelihood of success is far greater if the
borrowed approach is carefully tailored to conditions existing within
the State. To aid in the selection of a particular strategy, an effort

has be.. made in the case studies to identify unique features that
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either facilitated or obstructed the implementation of prevention

programs. It should be kept in mind that outcomes were not always the
result of deliberately planned strategies, but rather improvesatious to
local situations. Therefore, there may not be a direct relationship
between unique features and outcomes This is true with any new model

and caution in implementation is always warranted.

1.2 Scope of the Paper

The purpose of case studies is to provide a variety of models and
approaches to the development of primary prevention strategies. They
are also intended to guide rather than dictate the design and structure
of new programs. Although siandard elements are contained within the
concept of organizational change, application always requires an under-
standing and response to local conditions and resources. This publi-
cation is intended to merely document a process in the hopes that the
experience will be helpful to others. No attempt is made to evaluate
the experience of individual States, nor to compare one with another.

1.3 Intended Audiences

This paper is intended for the widest possible audience interested
in establishing delinquency prevention programs that are based on
selective organizational change strategies. Because the most fruitful
arenas for delinquency prevention initiatives have been identified as
the generic areas of education, work, and community service, the poten-
tial audience of practitioners is extensive. In addition, planners,
state agency personnel, State Advisory Group members, state and local
government officials, community workers, and other professionals con-
cerned with youth programming will gain from reading this document.




1.4 State Selection and Methodology

Selection of states for inclusion in the case studies did not
involve a precise formula, but was based on describing a wide range of
settings and approaches. States were selected from among those parti-
cipating in DPTA's State Initiatives program. They represent a mix of
size, geography, approaches to primary prevention, and organizational
contexts. Several have thoughtful and detailed State Prevention Plans
based on an organizational change model. Funding guidelines for primary
prevention strategies have been developed and proposals for program
development and implementation have been solicited. Some States have
established strong linkages among appropriate State level agencies to
collaboratively plan and implement prevention strategies. All are in
different stages of development, but have made observable, if not yet
measurable, progress in implementing their chosen approach.

In some cases, the principal actor has been the State Planning
Agency; in others, the State Advisory Group played the initiator's role.
In several States, key individuals in one or two State agencies initi-
ated prevention efforts by developing linkages between agencies having a
mandate to work with youth, prevention or both.

Similar approaches and levels of effort can be found in more than
the five states described herein.F1 The number of States selected for
this paper was arbitrarily dictated by limits on the size of the publi-
cation. Once the States were selected, telephone interviews were con-
ducted with persons most knowledgable concerning the history and develop-
ment of the planning and implementation process. Requests were made for

Other states beginning or sustaining active prevention programming
include: Arizona, Georgia, Kentucky, North Carolina, South
Carolina, and Vermont.
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documents illustrating various planning and implementation stages. Many
of these have been included in the individual case studies.

1.5 Executive Summary and Findings from Five States

In reviewing some of the directions taken by the States in nre-
vention work, it is interesting to note some of the programmatic stra-
tegies and tactics that were utilized. Some of the States have experi-
mented with the school climate approach as one technique for bringing
about organizational change. Specifically, these include New Mexico and
Colorado, with Wisconsin utilizing a combined positive youth development
approach and school climate approach. Maine and Connecticut have under-
taken different programs which utilized an organizational change
strategy in schools. In all cases, the States received technical
assistance and support from some outside source that was working on the
development of prevention programming. In each case, the State identi-
fied the model prevention approach that seemed most appropriate and
modified it to fit the state/local situation. Although the school
climate approach was implemented in three States, each implemented it in
a different way. New Mexico used it as part of the SPA Education Coor-
dination activity; Colorado used it as part of the State/Local partner-
ship; and Wisconsin melded it with other strategies that were already in
place within the State.

If organizational change activities are to be undertaken at the
State level, where organizationally, and how, should they be funded?
This is relevant to the states because the activity itself can acquire a
different image dependent on tne organizational context from which it
emanates, States have handled this issue in different ways. For
example, New Mexico has hired one staff person on a full-time basis
within the State Department of Education. In Colorado, prevention
activities are presently supported by one half-time staff person working
on a demonstration pilot program and another full-time staff person
working with additional schools.




In examining the impetus for change and the conditions that favored
change, there appears to be a real mix. In Wisconsin, two individuals
in different agency positions gave the program its initial push. 1In
Connecticut, the SPA had a long standing commitment to prevention and
consequently there was ongoing support for varied activities. In
Colorado, one key person had strong ideas about what could be done, and
received a great deal of support from other people within the State.
New Mexico had some coincidental beginnings in the meeting of key people
at a conference. After that meeting, the active leadership of the
Juvenile Justice Specialist and the Juvenile Justice Advisory Council
accelerated the process. New Mexico was also helped by its proximity to
Colorado and was able to utilize this State's expertise in helping get
its own effort underway.

Technical assistance played a major role in the design and imple-
mentation of prevention efforts within each of the States. TFor example,
the Colorado program is based within the State Department of Education
and operates as an educators' program. The Department has traditionally
provided ongoing technical assistance to local school systems and the
members of the school climate mini-audit teams are by and large edu-
cators. The Connecticut situation is radically different. The preven-
tion specialist works with staff from the State Department of Education,
the Department of Children and Youth Services, and the SPA. The tech-
nical assistance involvement at the community level is targeted to bott

schools and community agencies. In Wisconsin, technical assistance is

provided by two non-profit agencies that operate on a statewide basis.
In addition, each of the States received substantial technical
assistance from the Westinghouse National Issues Center (WNIC) as part
of its contractual obligations to OJJDP. Technical assistance was
provided on an "as needed" basis and consisted of documentation support,
onsite consultations, and development of State Prevention Plans, funding
guidelines, and implementation strategies.
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The role of the JJAGs and the Juvenile Justice Specialists in
carrying out their prevention mandate varies from direct involvement in
implementation to fiscal support of the prevention activity, to an
involvement at both fiscal, technical assistance, policy development and
implementation levels. For example, New Mexico has involved the JJAG
and Juvenile Justice Specialists in the policy development and funding
of the prevention program. The Department of Education in turn is the
implementor of the school climate project. Maine placed policy develop~-
ment and the funding source within the State Planning Agency. The
Agency thus serves as technical assistance coordinator, while local

schools and community agencies are carrying out the implementation of
the programs.

With the exception of Colorado, there has been a lack of good
evaluation design in the projects. Some of the projects are building
evaluation designs or are looking at evaluation designs of other pro=~
grams to determine if they are applicable. Clearly this is an area that
needs developmental work.

The following are brief summaries of the states' prevention efforts
highlighting some of the key elements of their work.

1.5.1 Connecticut

Connecticut has a long history of strong commitment to the develop-
ment of state-wide policy and planning for juvenile delinquency preven=-
tion. The Connecticut Justice Commission has taken the lead in foster-
ing the prevention effort through the establishment of the Statewide
Planning Committee on Delinquency Prevention and the Interagency Preven~
tion Planning and Programming Project, The Planning Committee developed
8 policy document, The Connecticut Strategy for Positive Youth Develop-
ment and Delinquency Prevention, which focuses on changing the policies,
practices and procedures of education and employment programs serving

1-9
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youth. 1In addition, the State groups have supported pilot projects at
the local level, specifically in Waterbury and more recently in New
Haven. Substantial technical assistance support has also been provided
to numerous cities and projects throughout the state.

1.5.2 Maine

Maine has been actively working in the prevention area since 1979,
and has made substantial progress by bringing state agencies together to
develop a common definition of prevention. The Maine Criminel Justice
Planning and Assistance Agency (MCJPAA, the State Planning Agency) has
developed a sustained policy and program of technical assistance around
juvenile delinquency prevention. The policy calls for interagency
collaboration of relevant state agencies, and the provision of extensive
public education and technical assistance. Three primary prevention
project located in Bangor, Lewiston-Auburn, and Washington County, have
resulted from these efforts.

1.5.3 New Mexico

New Mexico's success in establishing a primary prevention effort is
credited to three crucial factors: ongoing indepth technical
agsistance, the active and committed leadership of the Juvenile Justice
Advisory Council; and a close working relationship between the State
Departments of Corrections and Education which has served as the linch-
pin for the entire program. This State's school climate approach
utilizes a process called a mini-audit which are assessments of school
climate factors. There have been 21 scheduled or actually completed
audits in the last year. In addition, there hds been extensive work

with the media and with the State superintendents' groups in an attempt

to "get out the word" on the school climate efforts. Additional program
development work is being contemplated in the youth employment and
community service areas.
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1.5.4 Wisconsin

The successful, on-going delinquency prevention work in Wisconsin
is primarily carried out through the collaborative efforts of an Inter-
agency Steering Committee. The Committee was initially inaugerated by
two individuals representing the State Criminal Justice Planning Agency
and the Department of Health and Human Services. A Steering Committee
was formed at the State level. One of its first actions was to organize
a large conference at Stevens Point for representative State leaders
involved in prevention. This began the major prevention effort. As a
follow up to the conference, another workshop was held to begin the
selection of ten local sties for youth development work. Since this
time, two major efforts geared to the local level have been attempted.
The first, Wisconsin Association of Youth, a private non-profit youth
serving agency, was awarded funding to conduct a youth development
training program. The second, "It's OUR Schools", will be working in 6
to 8 junior and senior high schools with a major focus on school climate
improvement.

1.5.5 Colorado

The approach to prevention taken by the Colorado Department of
Education (CDE) and the Division of Criminal Justice (DCJ) was to im-
prove school climate. As part of this approach, six pilot school sites
were selected; mini-audits were conducted; other climate activities were
held within these schools; and an evaluation of climate efforts has been
completed. In addition, 123 schools have received technical assistance
from the Department of Education in conducting climate assessments and
in defining task forces to pian and manage climate improvement projects.
Preliminary evaluation data show that some positive improvements were
made in all participating schools.

1-11




COLORADRO

- ey

2. CASE STUDY: COLORADO

2.1 Introduction and Executive Summary

Among the current innovative approaches promoting organizational
change in schools, the Colorado program to improve school climate has
shown considerable promise. The program was developed by the Colorado
Department of Education (CDE) and the Division of Criminal Justice (DCT)
in a partnership effort to reduce delinquent and other troublesome
behavior while at the same time enhancing cognitive learning. The
program is of particular interest because it has been adapted by four
other states and many more are exploring its possibilities. It is also
attractive in these days of overlapping political jurisdictions and
cumbersome regulations because all activities can be confined to a
single school or individual school districts which are autonomous units
of goverament. The Colorado experience is one that underscores the
critical importance of incorporating technical assistance early into the
planning phase and continuing it throughout the entire primary pre-

vention programming process.

2.2 QOverview of the State

2.2.1 Demographic Characteristics

Colorado is one of the larger States, eighth in land area, although
fully one third is owned by the Federal Government. Though the major
concentration of population is along the front range, the State is also
quite rural in character. Except for a narrow corridor running from
Fort Collins to Pueblo (where the majority of Colorado's citizens live)
the State does indeed consist of mountains, trees, ranches and open
space. Despite the outdoorsy vision of State, eighty percent of the
population, estimated in 1979 to be over 2,700,000, do live in urbanized

areas. In line with other States in this publication, 30% of the total
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population is under the age of 18; 15% are comsidered juveniles (between
the ages of 10 and 17). A large portion of this juvenile population
(40%) is concentrated in the densley settled areas around Denver and
Boulder.

In 1978, Colorado law enforcement agencies took more than 40,000
juveniles into custody. Of these, almost three quarters (72%) were
charged with one or more delinquent offenses. Over one-half of those

charged as delinquents had no prior offense record.

2.2.2 Economic and Political Considerations

Colorado, like many other western and sunbelt States, is experi-
encing both good times and bad. Rapid energy development on the western
slope and relocation of industry and large corporations to its urban
centers has resulted in substantial economic growth. In 1978, Colorado
was ranked 15th in the nation on per capita income. At the same time,
youth unemployment rates were high (as they are elsewhere) and welfare
costs represented over half of the budgets of large counties.

Colorado is comprised of 63 counties which have been combined into
fourteen Planning and Management regions. Individual county government
in its present form is considered satisfactory by rural residents; urban

dwellers are more interested in the consolidation and centralization of

county government in tHe hopes that it will improve both accountability

and delivery of services.

In comparison with other States the Office of Governor is
considered quite strong in Colorado. It was further strengthened by the
Administrative Reorganization Acts of 1968 and 1971 that centralized
State government through the consolidation of numerous agencies into 18
departments. The Directors of all but five departments are now subject
to appointment and removal by the Governor.

2-2
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Juvenile issues are not considered a high priority by the present
Governor, although he and the members of the legislature are concerned
about problems related to the energy boom - crime and delinquency among
them. The legislature has been fairly active in recent years in passing
bills that have had significant impact on the penetration of youth into
the justice system. As one example, SB 26 emphasizes community based
treatment of youth and attempts to reduce the out-of-home placement of

juveniles.

2.2.3 Environment for Delivery of Human Services

Colorado is characterized as "positive" in its response to human
services needs and, most particularly, to educational needs. Interest
in schools is extremely high. A Gallup poll taken several years ago
showed that parents felt more positively about Colorado schools than the
national attitudes reflected. The enthusiasm of the parents is appar-
ently shared by the students: the general population of Colorado ranks
first (along with Utah) in the years of education completed.

Although Colorado residents are currently far more concerned with
the three "E's" =-- the economy, energy and the environment -- there is
some interest in delinquency and school disruption. Each year since
1978, the Colorado Board of Education has designated School Climate
Improvement and Discipline as priority issues and committed $84,366 for
FY '81, and $53,370 for FY '82. 1In the 1981 Juvenile Justice Compre-~
hensive Plan, the need for juvenile delinquency prevention programs was
identified as the second most important of twenty prioritized deficiency
statements drawn from sets of problem statements developed by Criminal
Justice Advisory Councils in the Planning and Management Regions. 1In
somewhat of an understatement, the authors of the FY81 plan concede that
it is 'somewhat different from plans submitted in the past. The Plan

does describe and identify a set of problems faced by the juvenile
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justice system, but it does not apply any fiscal resources to their
solution.™ F1

Although it is currently without funds te commit to programs, new
or old, the prime responsibility for planning and funding prevention
initiatives lies with the State Planning Agency (SPA), and the Division

of Criminal Justice within the State Department of Local Affairs. The

Division is designated as the sole agency for the preparation, admini-

stration and implementation of the Federal JJDP Act under State Statute
24-32-503, which states:

"To do all things necessary to apply for, qualify for, accept, and
distribute any State, Federal, or other funds made available or
allotted under said Public Law 93-83 and under any other law or
program designed to improve the administration of crimina

courts system, law enforcement, prosecution,
and parole,

1 justice,
corrections, probation
juvenile delinquency programs and related fields."
The prevention mandate is implied (rather than specified in the statute)
and made only slightly more specific in the Executive Order proscribing
duties for the State Juvenile Justice and Delinquency Prevention Council
(JJAG) which gives the Council authority to approve funding guidelines,

(see Attachment 1, Executive Order Establishing the JJDP Council).

It was felt that the difficulty in funding new initiatives or
continuing existing programs lay not only in the OJJDP budget
constraints being passed along to the States, but also in the fact
that Colorado had made a commitment to dedicate as much of its 1981
JD award to deinstitutionalization as necessary to reach compilance
with the JJDP Act. Colorado, like all other states participating
in the JD Act, had to come into compliance with the deinstitu-
tionalization of status offenders (DSO) mandate. 1In order to
receive JD dollars, Colorado had to demonstrate to OJJDP an "un-
equivocal commitment" to achieve DSO. This commitment took the
form of a decision to allocate as much of the 1981 award as neces-
sary to achieve DSO. As it turned out, very littie of the 1981
grant award was needed for DSO. The majority of money was granted
to new and continuing projects, including prevention programs,
diversion, shelter care, tracking systems and other juvenile
justice projects.

2=4

Up until the recent budget cuts, the DCJ was funding delinqu:nci
preventicn programs (see section 2.4.2) although most were targete a
secondary prevention. The major (and apparently sole) effort.to focus
on conditions which have a high probability of producing delinquency,
has been the school climate improvement activities conductef by the
Department of Education (DE) and initially supported by DCJ.'F Fut?ri
DCJ activities in prevention, to the extent they occur, will c?n51s
primarily of technical assistance. The Juvenile Justice CO?PCIl has
decided to allocate a portion of its 1982 JD award (*f money is fortl -

coming) to prevention programs.

2.3 Backsround and Development of Prevention Effort

2.3.1 Background and Related Effcrts

Prior to 1977/78, delinquency prevention in Colorado was conducted
at the secondary prevention level through police diversi?n of the early
offender. This method was considered prevention because it diverted t&e
youth from further, more serious delinquency and prevented further hli
penetration into the Juvenile Justice system. By 197?, the ?t?te Ptén
ning Agency, in conjunction with the Juvenile Just?ce Administra 1?2
Councii and the State Council examined what prevention wa? and how 1
could be applied in Colorado. The SPA funded some prev?ntlon programs:
with the criteria that the program have some documentation that addxfest
sed and/or identified delinquency provention as part of thelperezm
operation. These programs included out-of-school programs, i: :2c2:01
operated programs, police department programs, and drug an e
abuse programs within schools. Though some of the- programs are S o
in existence, none were primary prevention programs. It was not ?n i
1980 when the School Climate Improvement Project began, that primary

prevention programs became a reality in Colorado.

ipti i tes that
¥ he delinguency progtam deseriprion i vidual juveniles, but on
! hould be focuse no ‘ uveniles &
;giggtigisszélch have a high’probabillty of producing delinquency
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Because schools are so central to the lives of young people both,
in terms of influence and in expenditure of time, they are institutions
of primary concern to those who are interested in delinquency preven-
tion. Present research seems to indica*e that as a result of certain
organizational features, many schools are inadvertently contributing to
delinquent behavior. Fl The response to this discovery has been the
design of strategies to improve the school environment or climate, the
assumption being that both behavior and learning will be enhanced by
offering students opportunities to demonstrate worth and competence, to

belong and to be useful, and that these conditions are a matter of

. . 2
organizational arrangement. F

The concept of improving school climate has been adapted from
industrial practice. F3 It stresses the necessity of changing the
environment rather than individual students, Experience has demon~
strated that as the climate improves in a.school, discipline problems,
violence, vandalism, truancy, and even the dropout rate declines. A
positive school climate, one in which people care. respect and trust one

another, fosters an increased sense of pride and ownership in the
school.

Fl For further explication of this thesis and for research documen-
tation, see Delinquency Prevention: Theories and Stratezies, WNIC,
1979,

2

F For purposes of this discussion, climate is defined as "those
characteristics of an organization which determine the extent to

which people who are part of the organization feel positively about
it."

In particular, Charles Kettering who established the Foundation
that carries his name, (CFK Limited Foundation) was inverested in
translating findings about the organizational climate ‘business into
the school environmeat. Shortly after his death nine years ago,
CFK Limited ceased functioning. The work of that foundation was
carried on by CADRE, a professional organization dedicated to
improving school leadership and school climate,

2-6
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School climate improvement is a response to a very real anq fre~
quently articulated concern. A Colorado Department of Education
Conference report states that in every year but one since 1969, respon-
dents to a Naticmal Gallup Poll, The Public's Attitudes Toward the
Public Schools, have identified "discipline" as the numbeg one problem
facing schools. In a similar poll conducted in 1978 by the University

of Noxrthern Colorado, Colorado parents agreed.

2.3.3 (Circumstances Around the Initiation of Primary Delinquency

Prevention Programming

Several factors appear to have been of particular importance in
stimulating Colorado's current commitment to the school climate improve-
ment process. One undeniable element was the existence of JJDP Act
monies as a potential funding source. F1 Another factor was the high
level of interest and involvement of the Juvenile Justice Specialists of
DCJ in working with other state ard local level agencies on the develop-
ment of appropriate prevention strategies. A final factor was the
arrival of the current Director of the CDE's School Improvement and
Leadership Unit in 1976. As former Midwestern School Superintendent
with a long history of interest in organizational change and innovative
school programs, he began exploring the feasibility of instituting
similar efforts in the Colorado Schools.

Providentially, in mid-1979, the Division of Criminal Justice,
which had been working to stimulate prevention projects consistent with
the most promising delinquency theories, proposed funding experimental

F1 Previously, the State Legislature had shown little interest in
funding innovative programs.
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programs in the areas of education and youth work. The Center for
Action Research, Inc., a non-profit organization in Boulder, Colorado,
had been providing assistance to DCJ in its efforts to outline aims and
programs in primary prevention. With materials developed from this
assistance, DCJ staff engaged the Department of Education in joint
consideration of school-based delinquency prevention by means of climate
improvement. The Department of Education submitted a brief concept
paper outlining a program of pilot projects in local public schools.
The central strategy for delinquency prevention was to be based on
selective organizational change. The major objectives were school
improvement and the reduction of disciplinary problems. Project respon-
sibility was to rest with the Department's School Improvement and
Leadership Unit, a division with a recerd of innovative practices and
good working relationships with local school districts.

Although Department of Education personnel were well versed in
approaches to school climate improvement, they had less familiarity with
the perspectives of the criminal justice planning agency. Because of
this, they had some initial difficulty in postulating the anticipated
relationship between school climate change and delinquency prevention.
In an effort to clarify and strengthen the proposed program design, the
Juvenile Justice Specialist in charge of the effort took the initiative

and requested technical assistance from the Westinghouse National Issues

Center (WNIC), the newly awarded TA contractor for OJJDP's Delinquency #

Prevention Program. This technical assistance was provided by the
Center for Action Research, Inc., (CAR) at this time, a sub-contractor
to Westinghouse. As a result of the assistance, the Department of
Education was able to resubmit a proposal for an experimental program of
selective organizational change in schools that was consistent with
DCJI's delinquency prevention guidelines, (see Section 2.4.4 and Attach-
ment 4, Department of Education Examples of Activities, Projects, and

Programs Commonly Implemented by Schools Working on Climate Improve-
ment). ‘

- 2-8

After the proposal, CAR staff continued assistance to the Depart-
ment of Education with detailed planning, selection of school sites,
training, and introduction of programs and evaluation.

When changes in LEAA status affected funding for the Department of
Education project, DCJ found it necessary to terminate support after 18
months of an expected three-year project. However, the Department of
Education then undertook the project on its own and consequently, the
program is becoming institutionalized.

2.4 Functional Sequence

2.4.1 Planning and Policy Development

One of the factors identified in the previous section as important
to the wedding of delinquency prevention and school climate improvement
efforts in Colorado was the history of effort on the part of the
Division of Criminal Justice. The DCJ had been working for a number of
years to stimulate innovative prevention projects that had an acceptable
theoretical basis and that focused on opportunities in education and
work. As part of these efforts, DCJ had solicited participation by
other relevant State agencies with policy and program responsibilities
in the two areas to develop an annual juvenile justice plan. Addi-
tionally, the Division made presentations and circulated materials to
these agencies describing the intended approach in an effort to arouse

interest and to invite proposals for experimental programs.

In anticipation of implementation problems that often accompany
unfamiliar program perspectives and approaches, DCJ called on Westing-
house and CAR for technical assistance early in the school climate
projects' planning process. In addition to the assistance to be given
CDE in the design of its experimental projects, DCJ was seeking support
in its efforts to develop partnerships with other state agencies that

2-9
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would enhance prospects for jointly sponsored delinquency prevention
activities. The close working relationship that eventually blossomed
between CDE and DCJ is evidence of the success that was achieved in
meeting the objectives of the larger agenda, and can be attributed in
great part to the technical assistance efforts provided early in the
planning stage.

The future of the School Climate Improvement projects appears to be
assured. F1 Even if there is no further Feleral funding of juvenile
justice efforts in the state, the projects could serve as the basis for
the development of a separate prevention plan which does not now exist.
From the time it was established, the State Juvenile Justice Council
(JJAG) has preferred to focus on review of funding applications rather

than participation in the long-term planning process. More recently,,

however, the JJAG's Prevention Committee Fz had begun to discuss holding
a workshop to review prevention strategies and to explore the develop~

ment of a comprehensive state-wide prevention plan.

2.4.2 Funding

Colorado's Division of Criminal Justice has been funding a number
of prevention projects and programs with prevention components over the
past several years. These include several diversion projects, Quitward

Bound, a law-related education program in Boulder (Safeguard), a schoo],

drop-out program in Boulder County (Alternatives for Youth Out of
School), and a number of Youth Service Bureaus. A Youth Participation
Prevention Program in Sterling that has been characterized as a model

1

F* See Footnote 1, page 2-5 and attachment 3 for Delinquency Prevention

excerpt from FY81 Plan.

F2 Presently, the JJAG Prevention Committee is no longer in existence.

»
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rural program by OJJDP and ICMA invelved an array of education and
employment services. Models at Prevention, funded by DCJ as a school-
based community program in 1977 focused on peer counseling as a means of
improving self concept. Elements of this program continue to be funded
with other monies in a few schools.

In a somewhat controversial move in 1980, the DCJ Advisory Council
approved the award of half of FY'81 monies to the Denver Police Depart-
ment to develop a specialized unit of officers and detectives to engage
in outreach efforts with schools, neighborhoods and other community
institutions. Fl None of the DCJ programs, however, other than projects
directed at changes in school climate, were designed to address organi-
zational and institutional deficiencies. Either by accident or by
design, the school climate improvement projects remain Colorado's sole
primary prevention program.

As a result of technical assistance and the close working relation~
ship developed by DCJ and CDE, the Department of Education was awarded
$82,000 in October 1979, to work intensively with six schools for a
three year period. (Although available DCJ funds were exhausted by the
end of the second year, the project is still being continued by the
Department of Education with Title V funds). As a result of :he initial
award, mini-grants were given to six pilot schools in May 1980. The
mini-grants were to be used for teacher travel and workshop costs.

These monies became available after the DCJ was successful in
encouraging a number of administrative changes that resulted in
increasing the rate of deinstitutionalization without an expendi~
ture of previously committed funds.
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There is a stroag commitment on the part of the Department of
Education to continue school climate improvement projects using whatever
funds are available. Although activities underway in a large number of
schools appear to be enjoying sizeable public support, there has been no
indication that the State Legislature will appropriate additional state
monies. However, if primary prevention programming is basically a
problem of application of ideas to local environments and not the insuf-
ficiency of resources, then the reduction of Federal and State funds
should not appreciably cripple the effort underway in Colorado. It must
be stressed that climate improvement projects such as Colorado's do
benefit greatly from ongoing funding support while in the pilot stage.
Such support would strengthen training activities designed to improve
the ways in which teachers work with students in the instructional
setting. It would also enable necessary technical assistance to be
availahle during the developmental period.

2.4.3 Staffing

Staffing for the developmental phase of preventicn programming
(drafting prevention elements for State plan, recruiting other agencies
to participate in projects, developing funding guidelines, etc.) was
provided by the DCJ's Senior Juvenile Justice Specialist. Personnel
from the Department of Education's School Leadership Unit were involved

ir. the preparation of the concept paper and the final proposal.

Currently, there are one full-time and one half-time persons
working on juvenile justice issues at DCJ. Despite expressions of
support for the concept of primary prevention, little if any, of their
time is spent on such programming because of severe reductions in staff
and fiscal resources. The Department of Education reports that,
staffing for primary prevention including Individually Guided Education
Activities (IGE), Fl consists of approximately 2.5 persons (most of the

IGE is a program designed to improve pupils' attitudes and achieve-
ment by improving the learning environment. Instruction is
individualized so that a larger proportion of students will master
basic learning skills.
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staffing provided by consultants). At present, the staff consists of:
one ccnsultant working full-time on IGE at the Elementary level; one
consultant working half-time at both the Elementary and Secondary level;
about one~third of the Unit Director's time; and about one-half of a
secretary's time. The consultants and the Director are all experts in
Climate Improvement with advanced training beyond a Master's Degree.
The inclusion of IGE in school climate improvement activities is parti-
cularly important in that it places special emphasis upon collegial
approaches to staff planning and decisionmaking. These collegial

approaches are key determinants in improving school climate.

2.4,.4 Technical Assistance

The importance of the role of technical assistance in the process
of planning the School Climate Improvement projects cannot be over-
stated. A number of meetings were held with the principal actors to
insure that both DCJ's requirements for the proposed program and CDE's

interests were satisfactorily met. Both Delinquency Prevention:

Theories and Strategies and State Options for Supporting Delinquency

Prevention: A Working Paper were particularly helpful in identifying

useable concepts and substantiating evidence in the application of
delinquency prevention perspectives to climate improvement activities

CDE had been supporting in the past.

Because of its leadership in developing an ambitious program with
very limited resources, the Department of Education has become a pro-
vider of technical assistance to other States anxious to follow suit.
Presently, replication projects are under way in Pennsylvania, New
Mexico, and Kentucky. Many other states, including Connecticut,
Wisconsin, Missouri, and Georgia, have received presentations and have

designed programs containing school climate improvement elements.
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2.4.5 Implementation

The general purpose of this section is to discuss ways in which

goals and objectives of the overall prevention plan have been translated

into desired outcomes. In cases such as this, it is sometimes difficult

to separate out planning from implementation. So often, implementation
involves further planning.

The School Climate Improvement program design submitted to DCJ
called for an initial year of site selection and planning activities and
a second year of implementing programs at the pilot sites. An eight
step process of moving a school into school-wide climate improvement has
been developed by the State of Colorado's League of Schools for Climate
Improvement. This process can be accomplished in a year and involves a
total evaluation of the program, organization, and resources of the
school.  Administrators, teachers and mature students are asked to
participate in order to produce a realistic picture of the existing
climate situation. A positive approach is stressed throughout by
documenting what is good in the classroom and school as a whole and by
contrasting this to what would be considered ideal.

In brief, the eight step process (see Attachment 2, Eight Step
Summary of the School Climate Improvement Process) consists of:

1. Form the School Climate Improvement Committee (SCIC). This

committee manages the process, recruits support, and reports
on the project's outcomes.

2. Collect Base-line Data...to answer the questions:

a. to what extent does this school now have a positive or
negative climate?

b.  to what extent are the symptoms of a negative climate
apparent in the school?

2-14
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3. Raising the Level of Faculty, Student and P§r§n§
Awareness...through workshops and other activities.

i i ting a mini-audit to

4. Assessing the School's Climate. Conduc di
identify climate determinants that are most/least p051§1vely
affected by the school's activities, programs and projects.

5. Brainstorming and Prioritizing...using mini-audit information.

6. Task Force Formation. One to five formed to york on influ-
encing positively one of the determinants of climate.

7. Task Force Management...provided by the principal and SCIC.

8. Summative Evaluation.

Examples of some activities that are related to the determinants of
a positive climate that could be implemented by a Task Force include:

] Problem solving and decision making activities

[ Opening communication channels which cross race, ethnic
and other demographic barriers

() The use of behavior and/or independent study contracts as
a means of incgfasing individual student assumption of
responsibility F

2 . p
To date, six Colorado secondary schools F” are invelved in DCJ
funded pilot projects. They were selected from among those responding
to a CDE recruitment effort in March 1980. An additional 123 schools

Fl See Attachment 4: Activities, Projects and Programs Commonly Imple-
mented by Schools Working on Climate Improvement
F2 The six schools are: Center High School, Center CO; La Juanta High,

i 3 Thornton, Thornton,
La Juanta, CO.; North High Denver, Dgnver, 90., . )
CO.; Souéh Jr: High, Colorado Springs, CO.; Rifle High School,
Rifle, CO.
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(altogether, 10% of the schools in the state) have been provided
technical assistance by the Department of Education in conducting
climate assessments, defining climate improvement priorities, design’ng
states of work, and organizing task forces to plan and manage climate
improvement projects. On a state-wide level, almost 1,000 parents,
pupils, and staff members are actively working on school improvement
projects. Examples of specific task force action plans presently under-

way in the pilot schools include the following:

® Teacher advisement project

) Peer counseling project

. Staff development in Cooperative Team Learning
) Wellness concept project

° "Big Brother" -- "Big Sister" Projects

The DCJ funds have allowed a rigorous evaluation design to be built
into the pilot projects. Initial evaluation results are presented in
Section 2.4.6. Neither the preliminary results nor the state-of-the-art
makes it yet possible to answer all of the questions that surround the
implementation process (e.g., how should one recruit schools? what
should be the time line for particular components of the process? how do
_School Climate Improvement Committees generate and sustain support from
teachers, parents, students, etc.). Remember, however, that the process

must be developed in the context of each individual school and

community.

2.4.6 Evaluation

The evaluation of the six pilot schools was designed by the Center
for Action Research and the University of Denver. The design was built
into each project plan as soon as the schools were selected in the

summer of 1980. The process was not an easy one. A great many local
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schools had no centralized information system to compile data on factors
such as atteandance, number of referrals to the principal's office,
number of low or failing grades, incidence of vandalism, teacher
attendance and the 1like. As a way of overcoming this problem, a
graduate student was hired to organize data in the selected schools and
to work with staff to develop an ongoing mechanism for data collection.

Six variables have been established and defined for data collectionn:

° Student Absentee: Any student alLzent from school for any
non-school related reason for one-half day or a full day.

. Teacher absentee: Any teacher absent from school for any
non-school related reason for one~half or a full day.

(] Drop-out: A student who has withdrawn from the academic
program and has not demonstrated evidence of transfer to
another educational organization by request of records.

) Suspension: Any type of academic program cessation
period during which the student is not allowed to attend
the regular schedule of classes. This includes in-school
and out-of-school suspension.

® Discipline Referrals: The total numbers of students
referred to the office (not the total number of incidents
or referrals handled by the office) for any negative
behavior.

» Students Receiving One or More "F's": Students who
receive at least one or more "F's" (not the total number
of "F's" given to a student).

The following forms were designed so schools can collect data two
years prior to the intervention of the climate activities and data can

be collected two or three years after the intervention period.
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STUDENT ABSENCES

o0 AR PP ~ S

SCHOOL YEAR SCIOOL YEAR SCHOOL YEAR
AVERAGE AVERAGE RATE AVERAGE AVERAGE RATE AVERAGE AVERAGE RATL
CGRADE STUDENT DAILY OF STUDENT DAILY OF STUDENT DAILY OF
MEMBERSHIP ABSENCE ABSEN