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AUTHOR1S PREFACE 

Literally dozens of persons contributed Significantly to this final report of an 
extended and comprehensive planning effort in the juvenile justice field. Twenty­
five of the most important contributors are listed on the opposite page, and a 
number nearly equal to this were significant contributors even though unnamed. 

The four volume report attempts to ref1ect the diversity of interests and occupa­
tional identifications represented by the faculty group. To a siqnificant extent, 
they helped shape and refine the report. Of course, they are not responsible for 
its inadequacies. The project staff hopes that the report justifies the tremen­
dous voluntary investment of time and effort by these persons and the more than 
2,000 other individuals who were personally contacted. Though we know that it is 
not likely that everyone with whom we have been in contact will fully support 
the entirety of the report, we do believe that it represents a unified and co­
herent plan with which the majority will agree. Our unusual methodology in es­
tablishing, verifying and refining the major points of the plan is described in 
Chapter 3 of Volume I. 

As Chief Planner, I have considered it an exceptional priviledqe to be associated 
with Dr. Robert A. Haines, Director of Institutions 'and Community Mental Health 
Services. I similarly value the opportunity the project has afforded me to work 
with Jack C. Pulliam, who, I learned at an early date, fully deserves the high 
level of respect accorded to him both within the state, and nationa11y. 

Three planning associates were employed durin9 the course of the project: Jack O. 
Pierce, Don Good, and Gayle Slagell. Throughout the duration of the project, 
Connie Hupp was our chief secretary, and was assisted in these chores by Marilyn 
Heineken, Mar~anne Sanders, Kathy Bahner, Kathy Marshall, and Gaylene Cook. In 
addition, some of the artwork was done by my daughter Chris. 

Several persons assisted in the writing of the prose text in addition to project 
staff members: Will Carroll, Denis Shumate, Mike Penny, and Barbara Yeo. It is 
a reflection of our method that the first text in Volume I was written by one of 
our faculty-members, Mrs. Yeo. Forrest Swall made helpful sugaestions regarding 
the presentation format of Volume III, and Wayne Kelpin loaned us a number of books 
and other materials of considerable value. 

Judges Farney and Mershon an~ Professor Rowland served as a special committee for 
legal subjects, principally reflected in Chapter 5 of Volume I. 

In the early stages of the project, the Johnson County Heal th, Welfare, and Recy'ea­
tion Council, the United Community Fund and Council of Wyandotte County, and the 
Community Planning Council of Wichita were very helpful in making contacts and 
arrangements for us in their areas. We simply do not have enouah space to individ­
ually thank all of the judges, welfare directors, and others who helped us arrange 
for more than 250 area meetings over the two and one-half 'year period. We are 
especially grateful to Mike Penny and other staff members of BIS for providing us 
with space and other amenities, and we especially appreciated the help of Stan Nix 
and the students in the BIS print shop. 

Jack Chapman, June 30, 1972 
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VOLUME IV 

ORGANIZATION 

ANNOTATED CONTENTS 

Useful information: page f 

Chapter 1 

Chapter 2 

Chapter 3 

THE ORGANIZATIONAL CHALLENGE Page 3 
Organizational considerations are defined as the structures of author­
ity and responsibility necessary to uniformly and consistently imple­
ment the prevention and control system described in the preceding 
two volumes. This chapter de~cribes the extent of this organiza­
tional challenge in terms of the hundreds of agencies now having some 
interest or authority in the field and in terms of the known quantities 
involved. It also sets forth organizational principles that have 
been used in development of material in the following chapter, ex­
amines the principles of leadership and responsibility, reviews the 
planning tools described in previous volumes and concludes by sum­
marizing four major organizational challenges. 

THE KANSAS JUVENILE SERVICES AGENCY Page 35 
Thi s chapter presents the basic concepts of a "youth authori ty" type 
of agency which would be responsible for the delinquency prevention 
and control system in Kansas. A brief history of the development of 
the concept is provided, followed by a section emphasizing the prin­
ciple that the agency is a vehicle for the establishment of a true 
system of delinquency prevention and control rather than an end in 
itself. The agency is to be given only the authority and responsi­
bility necessary to coordinate existing efforts and to establish new 
essential services required by the system. The centralized authority 
for the KJSA is a state board, and 14 area boards are established to 
adapt minimum standards' of services to specific geographical areas. 
The area boards are responsible for supervising the performance of 
all aspects of the system except residential treatment and supporting 
servi ces. 

STAFFING THE SYSTEM Page 89 
The KJSA will directly employ a relatively large number of persons, 
and will exert an indirect influence on the overall employment struc­
ture of the system. This chapter proposes an overall staffing and 
personnel structure with particular attention to the key KJSA employees 
who are discussed under the headings of: general administration, sup­
porting services, residential treatment, and other staff. Insofar as 
practical, each identified position is described in terms of: principal 
function, specific tasks, relationships and dependencies, qualifica­
tions, and pay. A "phase-in" period of initial staff operations is 
also suggested and briefly described. 
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Chapter 4: 

Chapter 5: 

Chapter 6: 

FINANCING THE SYSTEM Page 121 
The financing of the system is a critical issue which will have a very 
direct implication for its overall effectiveness. Accordingly, this 
chapter is devoted to an examination of the subject of financing. A 
summary of known and estimated current expenditures which can be iden­
tified within the total range of interest of a delinquency prevention 
and control system is followed bya simplified projection of cost for 
a fully operational system. The possible sources of public funding 
for various aspects of the system and the principles of financial con­
trol are given some attention. 

ESTABLISHING NEW SERVICES Page 153 

The prevention and control system requires the establishment of lit­
eraily hundreds of new programs in almost all communities since speci­
fied services are not now un1formly available or do not exist at all. 
The problems and challenges of establishing new services are discussed 
in terms of: urban counties, medium sized counties, and small popu­
lation counties. The challenge of attracting and developing the per­
sonnel needed to operate these programs is given some attention, and 
the chapter is concluded with some comments and projections about the 
need for new physical facilities. 

EVALUATING PERFORMANCE Page 181 

An almost universal failing of "person servingu human services is the 
absence of intelligent evaluation of the effect which the service may 
produce. This failing is evident in the juvenile delinquency field 
generally, and in Kansas more particularly. A strong commitment to 
an evaluation 9f the services provided as part of this system was estab­
lished at an early date. However, many persons who have expressed a 
firm beltef in the necessity of evaluation may not clearly perceive 
the financial and manpower resources necessary to provide a useful 
evaluation. This chapter presents a seven level scale of evaluation 
quality, identifies the major focus of evaluation interest, discusses 
the responsibility for evaluation, and explores the subject of perfor­
mance contracting which a good evaluation system would make possible. 
A final section summarizes some unresolved issues regarding evaluation. 

List of charts used in this volume Page 152 

Index Page 210 
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USEFUL INFORMATION 

Due to the extensiveness of this report, we assume that most persons will read 
it selectively rather than method1cally and exhaustively. No one is more aware 
than the staff of the fact that it is a massive report. For this reason, we 
have provided several aids to selective reading. 

ANNOTATED CONTENTS Probably the greatest ai d to sel ective readi nq, especially 
for those who have not been involved in the planning, is the annotated table of 
contents for each chapter and each volume. These pages should help the reader 

.to locate subjects in Which he or she is interested. 

INDEX Each volume also has a subject index at the back, 1istin9 major topicS 
and plannina elements, according to the terminology we have adopted. This refer­
ence tool requi res some famil i a rity with our termi no 1 09Y and concepts - in con­
trast to the annotated contents which do not. 

LIST OF CHARTS Each volume has more than two dozen charts, and most of them play 
a vital role in the presentation of which they are a-part. We expect them to be 
referred to often. Therefore, we have included a list of charts in each volume 
the page number of Which is indicated in the volume contents. 

CROSS REFERENCES Notations are made in the text about other volumes and chap­
ters Where a more extensive development of a topic will be found. 

We have also attempted to make this report useful as a reference tool for those 
who wish to study any of these subjects in greater detail. For this reason, we 
have added a reference section to all but one of the 21 chapters in the four 
volumes. The listing of a particular book, article or report does not necessarily 
imply that we agree with its major points, but only that we think it deserves 
consideration in an pxploration of the field of interest. In some cases, a lis­
ted reference simply serves as a footnote for a point made in the text, and in 
other cases the item will be a standard comprehensive work on the subject. A 
majority of the listin9s have been included on the strength of abstracts pub­
lished in the National Council on Crime and Delinquency quarterly publication 
Crime and Delinquency Literature or the previous related NIMH publication Crime 
and Delinquency Abstracts. The project staff read the equivalent of about 200 
books during the course of the project, and assembled more than 2,500 citations, 
of which less than half appear in the final report. We are apologetic that 
available. space and time did not allow us to provide more footnotes and other 
listings of our accumulated materials. 

We hope the reader will appreciate the fact that working against an absolute 
deadline on an extensive work such as this makes "rough edges" in the text in­
evitable. We apologize for this. 
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Section 1: 

Section 2: 

Section 3: 

Section 4: 

Section 5: 

Section 6: 

CHAPTER I 
THE ORGANIZATIONAL CHALLENGE 

INTRODUCTION Page 3 
A general delineation of the subject area of "organization" is 
provided at the outset and is followed by an enumeration of the 
940 key agencies. The six current organizational forms of the 
key agencies are briefly identified, followed by a general view 
of the challenge of organizing a state-wide system. 

ORGANIZATIONAL PRINCIPLES Page 11 

Five principles of organization felt to be essential to a rational 
and effective system are described in this section: consistency, 
the uniform applicability of services; effectiveness, judged on the 
basis of categorical and geographic evaluations; simplicity, requiring 
reduction of the number of units under a management center; flexibility; 
expecting and allowing for change; coherence, unitary and comprehensive 
design. 

PLANNING TOOLS Page 14 
Six planning tools developed for, or adapted to, the needs of this 
planning effort are discussed in this section: the system m?del for 
services, the general elements of the system, the programmatlc elements 
used to classify programs, activities and processes, the 14 area 
geographic division of the state, the archetypal planning design, and 
the organization model. 

RESPONSIBILITY AND LEADERSHIP Page 25 

This section provides comments on: the idea of definite respons'i·bility 
for which some person or group can be held accountable; the contrasting 
idea of "optional" responsibilities that do not lend themselves to 
accountability; the issue of initiative; the principle of persons with 
responsibilities being in actual contact with activities they are to 
supervise; the general subject of leadership; and responsibility for 
planning. 

BASIC QUANTITIES Page 28 

. It is important to have a clear idea of the numbers of providers and 
consumers specified for this overall plan. This section summarizes 
the estimates and projections for prevention and control programs and 
system management. 

FOUR CHALLENGES Page 30 

Four distinct, related but disparate, challenges in the organizational 
field have emerged: effectiVeness of organizational design; efforts 
to modify or re-direct existing services; development of new services; 
and preservation of initiate at the level closest to where actual 
events occur. 
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SECTION 1: INTRODUCTION 

After reaching general agreement on the 
array of services necessary for effect­
ive delinquency prevention and control, 
attention is now turned to the ways in 
which these services can be established 
and an~anged to insure their availability 
and effectiveness. In Volumes II and 
III, the services were identified and 
placed in causal and sequential.relation­
ships within a "system." This volume 
sets forth a way in which these services 
might be established, arranged, and re­
lated to the resources which will be need­
ed to achieve and maintain maximum effect­
iveness. 

The term "organizational considerations" 
is appropriate for this subject area be­
cause it indicates that the subject dif­
fers from that of prevention or control 
and reflects the fact that there is no 
single form of organization which is 
inevitably superior. The working de­
finition for this subject is as follows: 

Organizational considerations are 
concerned with the development of the 
structures of authority, responsibil­
ity and accountability necessary to 
insure consistent, uniform state-wide 
application of the proposed juvenile 
justice system in Kansas. 

Organizational plans must reflect an 
equal regard for the rights of the in­
dividual and those of the society which 
establishes and maintains the juvenile 
justice system. They must reflect nation­
al laws and standards in this field, 
sound management principles, realistic 
accomodations to geographical realities, 
the system design and size, and an aware­
ness of all that is valuable in tradi­
tion and precedent. 

The practical planning of organization 
focuses attentiDn on the agencies, of­
fices, and institutions providing ser­
vices, the intermediate levels of super­
vis.ion and direction of such agencies, 
and establishment and exercise of final 
authority at the highest level. The 

development of agency integrity and ef­
fectiveness, coordination of efforts be­
tween agencies, development of such supra­
agency structures as are necessary to 
promote efficiency, and a determination 
of the nature of authority and responsi~ 
bility at the state level are also crucial 
SUbjects. Whereas the planning of ser­
vices and activities is based on the human 
sciences, organizational consideration 
are based on administrative and management 
principles. This volume, therefore, pro­
poses a method for assuring that all ele­
ments necessary for a complete juvenile 
justice system are combined into a mean­
ingful pattern devoid of inconsistencies, 
vacuums, and ineffectiveness. This is a 
complex task that required - and was given -
extensive exploration and discussion be­
fore final conclusions were developed. 
Challenges of this kind have faced plan­
ners in the juvenile justice system for 
many years, and they have only rarely 
been met successfully. In JuVenile De­
linquents GrownU2, the Gluecks concluded 
more than 30 years ago, that: 

"But an approach to the crime problem 
from the point of view of hastening 
reform of those offenders who are 
capable of marked changes of conduct 
presupposes an integrated system of 
justice instead of the inharmonious 
congepies of authopities and agencies 
at ppesent concepned witri each offen­
deP. It entails a planned course of 
treatment for each offender to be fol­
lowed over a prescribed and fairly pre­
dictable span of years. It cannot suc­
ceed if sentencing judge, probation of­
ficer, institutional administrator, 
paroling authori'ty, and parole agent 
each regards his work as an end in it­
self and deals with but one piece of 
what ought to be a unified process." 

(Emphasis added, from pages 272-3) 

Although this conclusion of an earlier 
generation was drawn foll owing a study of :' 
organi zati Qrial structures in another part· 
of the countrycoperating in a social 
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structure somewhat different from that 
which exists in Kansas today, it accurate­
ly describes the type of crganizational 
cha 11 enge whi ch we face. The va ryi ng de­
signs of "youth authorityll agencies that 
have been developed in this country during 
the pa.stdecade represent an attempt to 
deal with this problem. The necessity of 
establishing a true system'rather than 
ilmaking doll with a collection of miscel­
laneous, fragmented authorities is a 
well-accepted principle in the majority 
of human enterprises. The fact that this 
has never been uniformly or evenly applied 
in juvenile and criminal justice systems 
throughout our nation is a point of in­
terest and curiosity. Though we insist 
upon knowing the "resultsll of a variety 
of other forms of human endeavor, we have, 
curiously, not insisted on demonstrated 
effectiveness of our juvenile and crimi­
nal justice systems (along with some oth­
er types of human services enterprises). 
This chapter focuses on the idea that 
certain types of results should be expect­
ed from our efforts and expenditures in 
th~ juvenile justice field. Two organi­
zational challenge begins by selecting 
the services and activities which, we 
believe, are capable of producing the 
desired results and organizing them in 
such a way that they will actually pro­
duce such results. 

It will be necessary to devote consider­
a.ble attention to how the disparate agen­
cies, offices, and institutions presently 
operating in the .juvenile justice field 
can be united in order to achieve a com­
mon goal. It will be necessary to (:on­
sider how these disparate entities can 
be melded together into a unified whole 
capable of changing juveniles' b~havior 
into more socially-aGceptable patteros. 
and, by so doing, protect the legiti­
mate. right of s'~c;ety to be secure in 
its persons and property in both the 
immediate and more distant futures. It 
will also be necessary to deal with the 
problems of developing new services not 
now .inexi stence, of expandi ng ser-
vi ces whi ch are not untformly Wa 1.1 ab 1 e 
throughout the. state, or Which do not~ 
exist in sufficient quantities. In . 

some cases, this will present the chal­
lenge of establishing new agencies, 
while in others, it will necessitate 
determining how existing agencies can 
expand the kinds of services they are 
provi ding or the covet~age of the ser­
vices which they operate. 

The central issue is likely to be that 
of how authori ty, 1 eadershi p, and respon­
sibility for the system of services and 
activities such as that described in the 
two preceding volumes can be established. 
The content of the first three volumes 
serves as the point from which these 
organizational considerations originated. 
It should be emphasized that this was 
"bottom-up" rather than "top-downll plan­
ning. The programmatic dimensions of 
this field were basically established in 
the first major period in our planning. 
These organizational considerations 
presented here are the results of the 
concerns and proposals established then 
and which have been modified and elab­
orated upon since. 

The material presented in this volume 
is the end product of an extended develop­
mental process which began in the fall 
of 1970 when the Organizational Proposals 
Workbook was prepared and distributed to 
several hundred individuals for review 
and comment. The workbook itself was 
developed in response to some of the 
conclusions originating from the First 
State-Wide Conference held during the 
summer of 1970. The workbook contained 
seven lIarchetypal models" of a Ilyouth 
authority" type of agency which reflected 
at least some of· the recommendations on 
organizational matters emerging from the 
first conference. The. archetypal models 
offered a choice of varying degrees of 
authority from considerable to slight 
which would be vested ina state agency. 
These proposals were reviewed at a 
series of meetings held throughout the 
state during the fall of 1970. Following 
this, a major portion of the second con-
ference in December was devoted to con­
sideration of various aspects of this 
subject. 
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The recommendations from the second con­
ference were the subject of the major pro­
ject publication titled Basic Organization­
al Decisions which was widely distributed 
throughout the state and reviewed at a 
series of meetings during the winter of 
1971. Further consideration was also 
given to these ideas at the third state­
wide conference held in May, 1971, by 
which time there were broad areas of con­
sensus regarding the organization of a 
juvenile justice system in Kansas. We 
emphasize the fact that these principles 
were developed through a process of ex­
tensive review, selection, and refine­
ment. 

The developmental process deserves brief 
comment, since those not involved in our 
planning effort might confuse our product 
with the typical planning product. 
Throughout our planning process we followed 
a methodology that subjected every prin­
ciple to widespread and repeated con­
sideration by a broad variety of pro­
fessional, occupational and geographic 
orientations. Basic ideas originated 
from many sources. Research was conducted 
on subject areas with which the chief 
planner did not feel personally familiar. 
Written proposals were drafted to express 
the range of interest which had been ex­
pressed. The written proposals were 
duplicated as workbooks or conference 
Workshop folios, discussed by persons 
with various interests, revised or 
jected, and new proposals were then for­
mulated and subjected to further scru­
tiny. Eventually, a draft of this vol­
ume was produced and reviewed chapter by 
chapter by persons from all parts of 
the state and at the fourth conference. 
Further revisions were made, a committee 
of persons expressing considerable in­
terest and demonstrating considerable 
knowledge in these subjects was chosen 
to refine. the final dra fti nto i:ts pre­
sent form. The extent of parti ci pati on 
in the development of this text is un­
paralleled in. this field. 

The. point of originfo~ the material in 
this volume is the "system" design ex­
tensively described in Volumes II and III. 

All organizational considerations must 
respond to the necessities inherent in 
the system. Furthermore, the organi za­
tiona1 plan must be refined and elaborated 
in order to allow adequate consideration 
of the responsibilities and demonstrated 
competence of many of the agencies pre­
sently a part of this subject area. The 
final point of reference for organization­
al considerations ;s principles of sound 
management as adapted to the general field 
of human services and public agency limi­
tations. 

THE KEY AGENCIES 

There are eight general classifications 
of key agencies which presently have re­
sponsibility and authority in the'delin­
quency subject area: 

LAW ENFORCEMENT AGENCIES 
JUVEN-rLE COURT 
DEPARTMENTS OF SOCIAL WELFARE 
PUBLIC SCHOOLS 
MENTAL HEALTH CENTERS 
PRIVATE AGENCIES AND INSTITUTIONS 
STATE AGENCIES 
OTHER AGENCIES 

More than 900 agencies, offices, and in­
stitutions are included in the first 
seven categories, not counting the county 
attorney's office in each county ;s (re­
sponsible for filing petitions for the 
juvenile court) or the district courts 
to which appeals may be made. Chart 1 
on the., n(:1xt page enumera tes these agen­
cies. ' 

As might be expected in a state which has 
urban area~, large cities, and small towns, 
there are many variations in the size and 
the sophistibation of the agencies in 
each of the categories above. These var­
iations in S;Ze\ and abi Hty are ofte~ 
quite significant. There are also wlde 
variations in' tenlls\of the number of 
persons employed b:y suchag~ncies when 
compared to the prQbl~ms WhlCh- these agen­
cies face. Some of ~hese agencies ,have. 
specialized programs\for those who might 
be inc 1 udedi n a compr'ehensi ve delinquency 
prevention and control system,wh'ile others 

• '. ·.1 , ., ~ 
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CHART 1: AN ENUMERATION OF KANSAS AGENCIES WITH RESPONSIBILITIES 
IN THE DELINQUENCY PREVENTION AND CONTROL FIELD 

a. 
b. 
c. 
d. 

Law enforcement agencies. 
Juvenile courts .... 
Welfare departments .. 
Scho~l systems (public) 

e. Mental Health centers. 

250 
. 105 

105 
. 311 

26 

20 
100 
105 

f. State agencies and institutions 
g. Private agencies and institutions 
h. County attorneys. 
i. District courts. 

have no such resources. It should also 
be noted that the existence of special­
ized resources is not always related to 
the size of the agency. Commentary about 
each type of agency is provided in the 
following paragraphs. 

It is noteworthy that key agencies are 
dependent on different boards for fund­
ing. In very few instances do these 
boards communicate about funds overlap­
ping or the non-availability of services. 

, In some circumstances these funding 
boards are openly hostile to each othelf. 

LAW ENFORCEMENT AGENCIES - There are ap­
proximate Jy 250 law enforcement agenc,i es 
in the state. They basically fall into 
two categories: county sheriff1s depart­
ments and municipal police departments. 
There are 105 of the former and approxi­
mately 150 of the latter. These law 
enforcement agencies range in size from 
one full-time officer to over 500 com­
missioned officers and civilians in the 
Wichita Police Department. Several law 
enforcement agencies have separate "ju_ 
venile departments tl Which handle all 
juvenile offenders, at least during the 
processi n9 phase of the .. department IS 
tontactwith the juveniles. 'Probably 

29 

TOTAL 1,051 

more than 100 of the other agencies have 
one or more officers who have been desig­
nated as tljuvenile officers II and are ex­
pec~ed to specialize ip handling the ju­
venlles apprehended by the department. 
However, very few of those in our state 
Who have been given such responsibilities 
have had any professionalized training 
for this type of work. Most of the offi­
cers assigned to this work are persons who 
were given these aSSignments following 
their appointments to the force and, usu­
ally, they have performed other duties 
and have not received any specific train­
ing, Which is not available in Kansas. 

JUVENILE COURTS, - There is a juvenile 
court in each of the state1s 105 counties. 
In Sedgwick, Johnson and Wyandotte Coun­
ties, the juvenile court is now a separate 
institution with no other responsibilities. 
In the remaining 102 counties, the juve­
nile court is attached to the county1s 
probate court. In many counties, the 
judge of the probate and juvenile courts 
is also the county judge and, in some 
areas, he also serves as a municipal judge. 
Approximately one-third of the state's 
counties use the services of a probation 
officer who is.an employee of the court 

.and is responsible to the judge for the 
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performance of his duties. In an addi­
tional one-third of the counties, juve­
nile probation officers are employed on 
a part-time basis by the court, while 
performing their regular duties in a 
police department or other agency. In 
the remaining 37 counties, no dependable 
arrangements to provide this service 
have been made. The budgets of the juve­
nile courts range from the more than 
$700,000 budget of the Sedgwick County 
Juvenile Court to the few thousand dollars 
budgeted for the courts I operations by 
a majority of the counties. In this lat­
ter group, the court1s funding usually 
does not distinguish between its probate 
and j~venile functions. 

DEPARTMENTS OF SOCIAL WELFARE - There 
are 105 county departments of socia] wel­
fare. These agencies operate under the 
joint jurisdiction of the county commis­
sion and State Department of Social Wel­
fare. They exhibit variations similar to 
those of the juvenile courts in terms of 
the numbers of personnel employed and 
amounts of financial transactions con­
ducted. The largest county department 
of social we1fare has an annual budget 
of several millions of dollars and em­
ploys dozens of workers while the smaller 
counties often have one or two employees 
and annual budgets in the thousands. 
These public agencies have recently divid­
ed their principal functions into two 
divisions: social services to the com­
munity and financial support to the re­
cipients. Both of these divisions of re­
sponsibility involve traditional and im­
portant aspects of community life, and 
are important within the generalc.antext 
of the concerns of the juvenile justice 
system. Considerable investments are. 
made by these agencies in providing ser­
vices both to the tndividuals and to the 
family units which are or could become. 
the concern of a juvenile justice system. 

SCHOOLS - There are 311 unified school dis­
tricts in Kansas. The school districts 
show the same Variations in personnel 
and size as do the agencies noted previous­
ly. Only a few school districts serve an 
entire county_ Few school districts 

have dependably organized specific edu~ 
cational and supplemental services for 
those who might be placed in the juve-
nile justice system. In addition, the 
school districts Which do have such pro­
grams are generally not prepared to deal 
with the number of persons who could 
legitimately be assigned to them. It 
must be emphasized that, generally, there 
has been little recognition of the fact 
that delinquents and pre-delinquents should 
be provided with individualized, special­
ized services. 

MENTAL HEALTH CENTERS - There are 26 men­
tal health centers located at geographic­
ally-dispersed points throughout the state. 
There is 'grea ter uniformity among the 
mental health centers, in terms of their 
size, than any of the other agencies which 
have already been mentioned. The major­
ity of the state1s counties participate 
in mental health center districts, al­
though a few counties do not. With few 
exceptions, mental health centers serve 
multi-county areas, a situation that is 
relatively unique among the agencies which 
are being described on these pages. 

PRIVATE AGENCIES - There are at least 100 
private agencies in the state (most of 
which are located in the four urban coun­
ties) which are known to provide services 
Which fall within the scope of interest 
of a juvenile justice system. There are 
perhaps as many as two dozen other agen­
cies claiming to provide such services; 
though questions are raised about the 
relevance of these acti~ities. The kinds 
of services provided by private agencies 
range from programs as intensive as re­
sidential treatment to programs as periodic 
Qr occasional as recreation or special 
interest groups. Also included within the 
general category are a number of private 
practitioners who provide services to 
courts and other agencies on a fee-for­
service basis. 

STATE AGENCIES - There are two major state 
agencies within this field of interest: 
the Boys r Industrial School in Topeka, and 
the Girls' IndUstrial School located in 
Beloit •. These two age.ocies have tradition-
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ally provided treatment for the most ser­
ious of the cases of delinquency. In addi­
tion, the 1971 legislature authorized 
and appropriated funds for the develop­
ment of treatment programs at Larned 
,State Hospi tal, Osawatomi eState Hosp; tal, 
and the Kansas Vocational Rehabil itation 
Center in Salina. In addition tb these 
agencies, some delinquents·are sent to 
the Kansas Children's Receiving Home 
in Atchison for diagnosis, while others 
are diagnosed or treated at state facil­
ities for the mentally ill or the men­
tally retarded. 

PRESENT ORGANIZATIONAL FORMS 

In order to insure that the reader has 
an accurate understanding of the organi­
zational challenge which we face, this 
section will outline briefly the differ­
ences in the organizational forms of the 
agencies described in the preceding sec­
tion. Agencies in the first seven classi­
fications operate under six basic organiza­
tional forms. This is a significant plan­
ning factor rarely given the attention it 
deserves. The six organizational forms 
which will be highlighted on the follow-
i ng pages are.: the county uni t, the par­
tial-county unit, a city unit, multi­
county unit, state agency, and private 
corporation. 

COUNTY UNIT - This designation refers to 
tHose agencies whose jurisdictional 
boundaries encompass a county. This 
political subdivision of the state is 
important for many reasons. Only those 
agencies whose jurisdictional boundaries 
coincide exactly with the boundaries of 
a single county should be included in 
this category. 

Three important agencies fit this organ­
izationa.l form: the juvenile court, 

·the sheriff's department,and the county 
depay·tment of social welfare. In addi­
tion , the offi ce of the county attorney 
has this organizational form. A dis­
tinction should immediately be made be­
tween the first two agencies and the 
third. Both the juvenile court (as 
p&rt of the prdbate and juvenile courts) 

and the sheriff's department are headed 
by officials who have b'een elected on 
a county-wide basis, clearly distinguish­
ing them from the welfare department di­
rected by the county commission. In 
other words, the first two agencies are 
headed by officials elected by the peo­
ple who exercise a leadership role in 
public affairs while the third agency is 
administered by employees of the county 
commission. The county welfare depart­
ment can also be distinguished from 
these other two county agencies by the 
fact that its operations are signifi­
cantly affected, by both a state agency 
and a federal agency. This agency is 
more of an administering authority over 
which significant out-of-county controls 
are exercised than is the caSe with either 
of the other two. Those cases in which a 
school district encompasses almost an en­
tire county are not included here, but in 
the following paragraph. 

PARTIAL-COUNTY UNIT - Thi s term pri-
marily designates the state's school dis­
tricts, si nce nearly all ·of them serve 
only a portion of a county. Those 
school districts whose boundarieS coin-
cide w1th those of a municipality have 
also been described here, rather than in 
the following paragraph. Jhe state's 
school districts are, in every case~ 
governed by boards of elected officials 
who serve without pay. This general or­
ganizational form is historically related 
to the organizational form adopted when 
school districts were much smaller (not 
"unified") and were managed on a less "pro­
fessional" basis. The organizational 
form of Kansas' school districts differs 
in kind from that of either the county or 
the city unit, even though some similar,.. 
ities are apparent. The influence exercised 
by the State Department of Education and 
by federal agencies has been noticeably 
less in education than has been the case 
in the welfare establishment. Administra­
tors of school ~istricts serve at the 
pleasure of the elected board of ed~cation. 

CITY UNIT - Only one group of agencies 
. identified in .the preceding section has 
been placed in this category: municipal 

; ! 
, ' 
} { 

J 

1 
, j 

! 

The Organizational Challenge 9 

police departments. Under this organi-
. zational form the chief of police serves 
at the pleasure of the municipality's 
(elected) board of city commissioners 
(or city council). Boards of city com­
missioners and city councils generally 
exercise budgetary as well as policy 
control in the operation of the police 
department. 

MULTI-COUNTY UNITS - The mental health 
centers, with a few exceptions, serve 
multi-county areas. This organizational 
form is base.d on contractual relation­
ships between the governing board of the 
mental health center and the boards of 
county commissioners in the area it serves. 
Appointments to·the board of directors 
of the mental health center are made 
from among those residing in the area 
served by the center. In principle, 
each county is free to associate itself 
with, or dissociate itself from, parti­
cipation in the operation of a mental 
health center. The boards of the mental 
health centers can be viewed as a rough 
equivalent of the lIarea boards" high­
lighted later in this volume. District 
courts, to which appeals from juvenile 
courts are addressed, are generally with­
in this organizational form. 

STATE UNIT - The o'iJeration of the state 
agencies and facilities is conduct~d by 
the executive branch of state govern­
ment, through the director of institu­
tions and the superintendents of the in­
dividual institutions. The governor 
has the ultimate authority for the oper­
ation of the executive branch of govern­
ment, with the state legislature also 
having a decided influence upon the 
appropriations and authority of the 
various institutions. Therefore, both 
the legislative and the executive 
.branches of state government are direct­
ly involved in the direction and.control 
of agencies operated as state unlts. 

PRIVATE CORPORATIONS - The private agen­
cies which wer.e briefly mentioned in the 
preceding section are usually private 
corporations in which a limited number 
of their (ocGasionally extensive) member-

ship are responsible for determining 
agency policy. Every known example of 
these agencies consists of a private 
corporation whose voting membership is 
restricted to a relatively small number 
of persons on their board of directors. 
While there is nothing to prohibit it, 
there are no known examples of corpora­
tions with broad-based voting member­
ships providing services in the juvenile 
justice field in Kansas. 

COMMENTARY - This brief identification 
of present organizational forms important 
to planning in the juvenile justice field 
illustrates that every type of public 
authority - the legislative and executive 
branches of state government, multi-county 
organizations of public officials, county 
commissioners and other county-wide of­
fices and municipal officials - is in­
volved to some extent. In addition, these 
are organizational forms in which the 
public should have a direct, legitimate 
interest since they operate in the pub­
lic interest on a non-profit basis. 

The identification of the various organ­
izational forms represented by agencies 
presently participating in the juvenile 
justice field illustrates the complexity 
of the organizational challenge which 
must be faced. 

The imagination does not have to be 
stretched to conclude that this diver­
sity of organizational forms may be a 
contributing factor in the steady de­
terioration of our ability to deal with 
juvenile delinquency as a social problem. 
Analyses of institutional forms have 
found that all agencies~ both public and 
privilte, tend to justify their existence 
by orienting their services toward par­
ticular clienteles. As a result of this 
process, the same services are .frequent­
ly provided ~nder both public and private 
auspices to what could be considered to 
be identical clientele groups. In many 
communities, there. are no mechanisms for 
coordinating these efforts in order to 
avoid the$e unnecessary duplications or 
even ins uri ng that each agency is know­
ledgeable about. the services which others 
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10 ORGANIZATION I 
offer. This absence of any workable means 
of coordinating services and policy-making 
produces the all too common situation of 
an overabundance of some types of services 
while others are nonexistent. This is 
·not necessari ly a cri ti ci sm of the agen­
cies, but is used merely to illustrate 
the fact that our past efforts have been 
too fragmented and lacking~in central 
authority at any level. 

FACING THE ORGANIZATIONAL CHALLENGE 

As already noted, the point of origina­
tion for these organizational considera­
tions is the system model outlined in 
Volumes II and III. Any organizational 
pattern which is developed should not 
undercut the system model and should 
be capable of controlling and facili­
tating the service delivery system. 

Proceeding from this premise, we recog­
nize the need for improving our perfor­
mance in dealing with delinquents. Both 
those primarily concerned with the juve­
niles' growth and development and those 
whose principal concern is the safety 
and security of society in general must 
agree that we are capable of doing much 
better jobs in both areas. The major 
purpose Oy,this plan is to begin pro­
ducing a better product than we have 
in the past. (The IIbetter product ll 

meaning: a reduction of antisocial and 
hostile actions against persons and prop­
erty by juveniles.) 

Taking a larger view, the juvenile jus­
tice system al so has important impl i ca­
tions for adults who are placed in the 
state's criminal justice system. The 
organizational challenge h to close-the 
.f@Q between what we know how to do and 
~we actualli: accomplish. A good 
organizational-plan will close th"is gap 
very significantly. A poor organiza­
tional plan might even widen the gap 
further. 

" 

We should spend as much effort consider-
ing the results of our actions as we do 
analyzing the Rrocesses we are using. 
There has been a strong trend toward es­
tabl'ishing new services which are isolated 

; f 
, ! 

or insulated from other related services. i! 
This trend can be observed in a majority 'i 
of the human services programs whichl 
have been developed within the past gene- ,! 
ration. New programs are continually being' 1 
initiated to deal with narrowly-definedj 
areas of human need. As a result, the '{ 
need for IIcoordinatorsli and IIreferral ; 
agencies ll has proceeded at an amazing '1 
pace. i 

This planning effort was initiated with 
the belief that a com~rehensive, unified 
system Was the only organi zational form 
with any promise of reversing this trerid 
and improving our overall performance. 
This need has been apparent for decades, 
even though pl"'ogres£ "j n rea 1 i zi ng thest! 
desirable goals has been slow and, in 
some cases, imperceptible. 

,1 
~ I 

I 

: i If the performance and activities of I 
the various agencies is not a part of an il 
overall unified process, there are like- :1 
ly to be negative countervailing influences II 
on the process, renderi ng it meani ngl ess !j 
when vi ewed ina broad frame of reference. : i 

The objective of the organizational chal­
lenge, as described here, will inevitably 
cause some to feel that their established 
positions are being undermin£d. There 
are vested interests in each of the 900 
agencies previously enumerated. In some 
cases, entrenched interests proceed from 
firmly-held philosophical beliefs. In 
others, these interests are no more than 
the result of habit and tradition. Since 
the services described in the two pre­
ceding volumes and in this volume mean a 
significant change in the ways in which 
we deal with delinquency, there is no 
doubt that some individuals will be re­
quired to change (either to expand or 
contract) their traditional methods of 
fulfilling their responsibilities. It 
should be pointed out that the end result 
of the changes proposed in this plan will 
require expansions of their authority 
and responsibilities for most presently 
existing agencies, si,nce the typical 
problem is a lack of resources. 

Dtherorganizational challenges discussed 
in,this volume are the development of 
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new resources and expansions in the geo-
'graphic and numerical coverage of ser­
vices. In many cases, the development 
of new services or the expansion of 
existing services presents a significant 
organizational challenge. For instance, 
the extension of effective probation 
services to the smaller communities 
scattered throughout western Kansas is 
a challenge that will not be easily met 
in a satisfactory manner. Many of the 
other specialized services noted in 
Volumes II and III will produce even 
greater implementation challenges. The 
question of sponsorship of new or ex­
panded services is one that is unlikely 
to be answered easily or simply. Even 
after agreement has been reached on the 
necessity or desirability of a service, 
the question of who will sponsor the ser­
vice and where it will be located is 
likely to be controversial. There are 
admittedly, many areas of legitimate dis­
agreement. 

The organizational challenge also involves 
the application of management principles. 
The principle of IIspan of control II will 
be extremely important in many of the 
considerations that follow. (IiSpan of 
control ll is commonly used in administra­
tive theory to define the number of in­
dividuals or activities which can effec­
tively be supervised by one person.) 
Authority and responsibility must be 
structured in order to permit the effec­
tive control of the various services by 
keeping the number of persons super-
vised within feasible limitations. 

Anotlger management principle, IIscope 
of interest, II is also applicable. This 
principle indicates that an individual 
cannot be expected to effectively super­
vise a wide range of specialized and 
technical services unless he is profes­
sionally qualified by background and 
experience to exercise such supervision. 
Another consideration is the geographi­
cal size of the area which will be used 
as an operational entity. The distances 
between service delivery points as 
well as a knowledge of general community 
conditions and those responsible for 
providing services are important aspects 
of planning and management. Relatively 
compact geographical areas do not ordi­
narily experience this type of manage­
ment problem. 

Finally, the inescapability of the rapid 
and radical change in our society must 
be recognized by any proposed organiza­
tional plan. The rate of change as well 
as the magnitude of change are essential 
planning considerations. Any organiza­
tional form which does not adequately 
recognize these facts of life in our 
society today is certain to become ob­
solete within only a few years. Though 
there is not evidence that basic human 
nature is changing, the ways in which 
problems are expressed at the personal 
and social levels are obviously under~ 
going raptd altarations. Therefore, an 
organi zati ona 1 form whi ch a 11 ows for a 
response to changing conditions and ex­
pressions is essential. 

SECTION 2: ORGANIZATIONAL PRINCIPLES 

This section highlights five organiza­
tional principles believed to be essen­
tial to a rational and effective organi­
zation of the services within this over­
all field. The five organizational 
principles are: consistency, effective­
ness, simplicity, flexibility, and co~ 
herence. If we fai 1 to reflect these 
pri nc i p 1 es, tne organi za tipn of \ the 

,vCirious programfl,letic elements wi~h;n the 
system is probab lY'~faulty. ,.A brlef de-

scription of each of these principles fol­
lows. 

CONSISTENCY 

Consistency is our term to describe appli­
cation of those services identified as 
essential elements within the system to 
every juvenil e in every area of the state. 
The principle of consistency develops 
from specifying identifiable minimum ser-
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vices described in terms of the results 
they are designed bD achieve rather than 
in terms of the processes to be followed. 
It is not always necessary to have iden­
tical programs operating in each county 

'or community of the state, as long as 
an attempt is being made to achieve the 
objectives of a particula~ kind of 
activity. Consistency is intended to 
insure that the results of specifi c ser­
vices believed to be essential elements 
within the system will be available re­
gardless of the juvenile's location 
within the state or any artificial clas­
sification systems. Each service should 
be applied to those who satisfy the 
criteria for participation in the program. 

This means that there must be both quanti­
tative and qualitative expansions of ser­
vice. In some cases, the quantitative 
expansion will simply mean that more of 
the clients being served by a particular 
agency will be referred to a particular 
service. In other cases, it means that 
an agency will have to begin providing 
new services. 

The ultimate goal of the consistency 
principle is the realizatiOn of the idea 
that any service believed to be capable 
Of solving a problem or correcting a 
defect should be used for all those per­
sons who satisfy the criteria governing 
its application. This negates habitual 
reliance on the excuse that services 
which are not readily available cannot 
conveniently be used. The principle 
of consistency challenges us to insure 
that all essential elements in the sys­
tem are organized so that they will be 
available and reasonably convenient 
whenever they are needed, regardless 
of whether it is in Elkhart or the 
ghetto in Kansas City .. 

The principle of· consistency is derived 
from the traditional American belief 
in equal justice under the law. If 
services are not aVailable on a consis­
tent bas is, one can argue forcefully 
that equal 4ustice does not, in fact, 
exist. ' 

EFF ECn VENESS 

Each element within the overall system 
should have certain specific, measurable 
goals. This principle has already been 
discussed in the preceding two volumes 
on prevention and control programs, but 
it is also an essential aspect of organ­
izational considerations. 

Each essential service process and acti­
vity within the overall juvenile justice 
system should be periodically evaluated, 
both categorically and geographically. 
Although the evaluation criteria should 
be developed within a comprehensive frame­
work, each specific service .and the COTl­

tribution which it makes to the overall 
intended product should be carefully 
scrutinized. A categorical eValuation 
simply means that all similar services 
being provided anywhere in the state will 
be compared with one another and in terms 
of their relationships to other connected 
services. The geographical evaluation 
will consist of examining the services 
provided in each of the 14 geographical 
areas (described in the next section). 
In other words, there will be a horizon­
tal evaluation of each element in the 
total system throughout the state, as 
well as a vertical evaluation of whether 
the services in a particular area are 
producing, or not producing, the antici­
pated or des; red r.esults. 

The organizational structures developed 
to establish and maintain the system 
will be evaluated in a similar manner. 
This means that each of the agencies 
participating in the overall system will 
be evaluated according to definite 
criteria based on their abilities and 
performance in carrying out their assign­
ed functions. 

Each area will also be evaluated on the 
basis of its ability to provide the sup­
port and direction which are necessary 
in order to insure that the agencies can 
prpvide the support needed by their per­
sonnel. Fi naJ ly, the ar.eas will be com­
pared with one another and the aggregate 
of all of the areas will be reviewed at 
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state "'evel, at least tV/ice a year in the 
.lIen bancl! governance meeting. 

By developing continuing horizontal and 
vertical evaluations of all aspects of 
the system, it is anticipated that an 
informed view of the effectiveness of 
the total system will eventually emerge. 
Conversely, without such evaluation ef­
forts, it is believed to be impossible 
to obtain an informed view of what is 
actually being done. If fnr no other 
purpose, the fact that most of the 
funds invested in this system will come 
from public sources strongly suggests 
the nece.ssi ty of being able to develop 
this informed perspective. 

The effectiveness of the activities 
undertaken as part of this system must 
be known both absolutely and relatively. 
Even though a service enjoys widespread 
support, it should be terminated if its 
effectiveness cannot be demonstrated. In­
effective programs should be replaced by 
activities and services which have de­
monstrated their eff2ctiveness. Chapter 
6 of this volume contains a more detailed 
exposition of this general subject. 

SIMPLICITY 

Another important organizational prin­
ciple is simplicity. The organizational 
structure must be kept as simple as possi­
ble, even though the number of agencies 
likely to be involved in the system 
would appear to make this very difficult. 
However', the probable difficulty in 
achieving simplicity serves to emphasize 
the need even more. 

The principle of simplicity has been 
used in developing the program delivery 
system described in Volumes II and III. 
The several hundred separate, clearly 
distinguishable programs described or 
noted in those v01 urnes have been reduc.ed 
to a total of eight "gener!il elements," 
equally divided between the prevention 
and control fields. All of the discrete 
services have been subsumed within 
these general elements, providing a con­
siderable simplification of the entire 

range of program ideas. 

This same principle should be applied 
to organizational considerations. Basic­
ally, the subsequent chapters of this 
volume concentrate on only three organi­
zational structures: agencies, areas, 
and the state authority structure. Each 
of these organizational elements demands 
and deserves considerable attention, as 
does the entire organizational structure 
of which they are a part. 

By developing organizational forms and 
patterns consistent with the services 
to be provided or the authority which 
should be exercised, the organization 
will be given a better chance for success 
in achieving the goals established for 
it. The number'of jurisdictional trans­
fers should be reduced as should areas of 
overlapping responsibility. It will be 
necessary, however, to clearly identify 
the seats of leadership and authority 
to be held accountable for both the suc­
cesses and failures in the operation of 
the overall system. This is not now the 
case. 

FLEXIBILITY 

The organizational principles described 
in this volume are based on the assump­
tion that flexibility is an absolute 
necessity. The system's ability to re­
spond to the changing conditions affect­
ing it should be assured. 

An inflexible organizational structure 
is wholly inappropriate for the kinds 
of challenges which must be faced in to­
day's world. The organizationa1 struc­
ture should b~ designed to allow for ad­
jus tments whi ch can respond to changi ng 
technology, conditions, practices, and 
other factors. 

It would be simply irrational to fail to 
provide for a structure incorporating 
flexibility. The inevitability of change 
and the necessity of preparing for it must 
be recogni zed •. 

0\ 

'& ; 
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\ 
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respons; bil; ty. When structural vacuums II tenti on to estab 1 ish a greater degree and is only described in very general COHERENCE 

The term coherence will be used to indi­
cate that all the parts of the original 

occur, an agency or officer will occasion- II .o! special'ization and concentration of terms in this plan. This is the condi-
ally assume responsibilities that are Ij' erfort. tion from which those with deviant be-

.system design should be developed with 
knowledge of the other services and acti­
vities within the system. Conditions 
outside of this system whi-ch affect it 
should also be recognized, but are sub­
ject to much less influence or control. 

not clearly his; perhaps his actions will I havior characteristics and other per-
be successful and the need will be met, Ill. Our conceptua,l system model has several sonal problems emerge, and the field in-
or he may only succeed in arousing hos- 11 values, probably the most important of to which persons who have been involved in 
tility because' he has assumed authority I, which is the summarization ·of related ,either pr,evention or control programs 
which did not clearly belong to him

b
· d H -;.actprs

1 
into

d 
what we have designated as are returned. There are three general 

Though i nconsi stencj es are usua liy ase I t gene:"~=.""anprogrammati c el ements ": el ements desi gned to deal with "secondary 
on value judgements, there are some exam- 11 simple Uffifying concepts under which re- prevention" concerns - defined as those 

The concept of coherence implies the 
elimination of structural vacuums and 
inconsistencies - topics discussed in 
other planning documents, and in Chapter 
2 of Vol .. I. Structural vacuums are de­
fined':~s those areas in which no author­
ity or responsibil ity to act .. has been 

ples clearly nlustrating the incongruities II lated services and activities are sub- juveniles who hcwe been identif'ied as 
between expectations and performance. II sumed. A conceptual system model can "pre.;.delinquents." One of these elements~ 

iii also illustrate the relationships intended the COlTiT1unity Structu're ProgramS', contains 
It is likely (I\hat the coherence principle I, between these general elements, as ours the establishment o'f authority and account-
will need to b'e continually evaluated II does. It may help to identify the ability in the preVention field _ totally 
once a full-scale system such as the one }f necessary resources for various parts of absent at present. The other two elements 
outlined in this document has been imple- il the overall system, when quantifications Individual. and Group Programs, are the ' 

estab li:shed. Inconsi stenci es describe 
situations in which .an agency or individ­
ual is apparently responsible for a ser­
vice oractivi ty, but has not been gi ven 
the resources it needs to carry out its 

mented. Major as well as minor adjust- II have been attached to each of the elements. service deliver' 1 t f th ' 
d t b . t, The model also s,'mpl,'f,'es d,'scuss,'ons re- ' - y e emen s or ose Juve-ments are expecte 0 e necessary as new rl niles who have demonstrated problems. 

services are established and established il garding the predictable events and probable 
services are modified to become part ;/ conditions with which the system will be 
of the overall system. !I concerned. Finally, the model helps to 

[,j estab 1 i sh common termi no logy that facil i-
II tates broad ga1,.lge discussions. 

SECTION 3: PLANNING TOOLS 

fully examined and discussed in order to 
insure a correct, understanding. 

U 
~ I 
i1 
II 
II 

il 
Ii 
Ii 
I' 
:1 

Six'lIplanning tools ll developed for this 
project will be -'orscussed in thj s sec­
tion~ the system model, general elements, 
programmatic elements, geographic divi­
si()n of the state,archetypal planning 
design, and the organizational model. ' 

11 ,[ After extensive explorations o.f the kinds 1 
of services believed to be necessary for !l 

The reader should remember that these a truly comprehensive system, a concep- II 
Planning tools are not intended to be tual "system model ll was developed for re- II 

h ' d 1 !I supstttytes for reality, but have been. view and evaluation. T,s mo e was 1 

deve10ped to provide conceptualizations first presented f~r consideration in 11 
of reality which can be mcItt~,pulated, April 'of 1971. Several considerations 11 
discussed, arranged,and rearranged as converged on recognition of the need for II 
a mears of "obtaining an overall per- a conceptual system model. The gross t1 
spective. P1annirigtools are used in number of factors being id~ntified as. II 
all forms of human servi CeS pl anni'ng necessary for a compreMnslVe prevent, on fl 
as well as in physi ca 1 plano; ng. The and control system was probably the most 11 ! most basic of p1annir.g tools are words. important of these, clearly requiring l, 

:;.j WordS are intended to serve as a means surrimarization into a simpler design. Al- 'lfl, 
I of conveying an identification of an so important was the. large number and I; 
1 

object,a meaning, or the expression of diverse natures of the agencies 'aG,tual1y Ij 
• an emotion. In the ~ame sense, planning involved or to be considered ~s potential I 
·f tools in the human services field are elem, ents 6f' a,_"fully operationa"" s,ystem. , 'I . 
(I,~~:ti ~~e~~fl~~~ ~~~~~~~g s~~~~:u~~s d:~~l- ~~~e~~t~~~~!~~1 o~::s ~n~r~~~~~~~1~n~~ac:- !:ii 

,~."'I' oped are
h
· uniqhue to thlis PhroJl'decbt. This grQduPfs Which,werle dinY91Ved sugd~edstt'ehd ~he ! 

"means t at t ~se too s s ou e care- nee or a s,mp e eSlgr), as " ,', e ,n- ! 
;, I (~ !I 
"f II 
h'l tI 

Our system model, portrayed on the follow­
ing page as Chart 2, graphically illus~ 
trates what we believe must be included 
in a comprehensive system, illustrates the 
relationships betWeen the general elements 
is simple enough to be easily explained, ' 
and accomplishes the other go'a1s which . 
we established for this planning tool. 
The model itself has been revised and 
refined since it was first proposed. Re­
lationships between elements have been 
redrawn and half of the general elements 
have been renamed or. redefined since 
first proposed. Thi s. is simply to say 
that this model, along with many other 
aSRes::ts of ,the Qverall plan, has been 
the"':6bjectof scrutiny itsel f and im­
provement since its introduction. 

GENERAL ELEMENTS 

OUI~ system,model consists of eight gener­
ale lemeni:s, four ofwhi ch lie within 
the general subject field-of prevention 
and four of which lie within the general 
subjeet area of ccintr01. 

" 

Socially Responsfble Community Life is the 
fi eld of II primary prevention" interest, " 

fl <> tIll 

i.'\ ... i ..... ·' ____ c. ____________ ' ,. _______ ~" __________ l_. _________ ~_ 

In the middle of the system model the 
Crisis Programs General Element s~rves 
as the key element in the control field, 
which also includes the three elements 
in the lower half of the chart. The 
Crisis Programs element includes the 
activities of law enforcement agencies 
and the processes of the juvenile court 
in regard to d~linquency. It will be 
noticed that the possibility of return 
to prevention programs for handling exists 
as one of the options. The three rehab­
ilitation elements within the control 
field are: . General Community Rehabilita­
tion, IntensiVe Community Rehabilitation, 
and Residential Treatment. Each of thes~ 
elements .is designe~ to serve a different 
recipient'group and provide a different 
intensity and nature of rehabilitative for 
those clearly identified as delinqUents. 

PROGRAMMATIC ELEMENTS 

A third level of planning tools relating 
to the services to be carried out is given 
the title of IIprograrrmatic elements. 1I 

.Each of thes~ conceptual tools identifies 
and describes a classification of programs 
or acti vi ti es bel i eved to be essenti a 1 to 
a signific~nt number of persons accurately 
plac~d in one of the gener~l ~lements. As 
such, they provide a framework for dis­
cussing and comparing various kinds of 
services and activities applicable to 
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CHART 3: LOG OF ALL GENERAL AND PROGRAMMATIC ELEMENTS 

SOCIALLY RESPONSIBLE COMMUNITY LIFE (GENERAL ELEMENT, 106 SERIES) 
': 

100 - Family Life Education 
120 - Employment 
130 - Income Supplementation 
140 - Housing 
150 - Moral Guidance 

160 - Day Ca re 
170 - Education 
180 - Leisure Time Activities 
190 - Character Building 
199 - Drug Education 

COMMUNITY PREVENTION STRUCTURES (G~NERAL ELEMENT, 200 SERIES) 
210 - Children and Youth Services 
220' - Communi ty Pl anni ng 
230 - Employment 
~40 ~ Leisure-Time Activities 

250 - Social Acceptance 
260 - Deterrents 
270 - Establishing Services 

PREVENTION PROGRAMS FOR INDIVIDUALS (GENERAL ELEMENT, 300 SERIES) 
310 - Mental Skills 
320 - Scholastic Achievement 
330 - Physical Skills 
340 - Moral Guidance 

350 - Special Interests 
360 - Personality Problems 
370 - Personal Attention 

PREVENTION PROGRAMS FOR GROUPS (GENERAL ELEMENT, 400 SERIES) 
410 - The Family Group 

, 420 - Associational Preference 
430 - Neighborhood Peers 
440 - School Groups 

. 450 - Avocational Interests 
460 - Religious 
470 - Special Problems 

CRISIS PROGRAMS (GENERAL ELEMENT, 500 SERIES) 
510 - Law Enforcement 
520 - Intake 
530 - Shelter 
540 - Detention 

550 ~ Evaluation 
560 - Case Preparation 
570 - Judicial 

GENERAL COMMUNITY REHABILITATION PROGRAMS (GENERAL ELEMENT ,600 SERIES) 
610 - General Probation 
620 - Social Services 

, 630 - family Counseling 
640 - School Programs . 

INTENSIVE COMMUNITY REHABILITATION PHOGRAMS (GENERAL ELEMENT, 700 SERIES) 
710 - Intensive Probation 
720 ~ Supportive Services 
730 - Living Arrangements 

740 - Therapy , 
750 - Family Counseling 
760 - Aftercare 

RESIDENTIAL TREATMENT (GENERAL ELEMENT, BOO SERIES) 

17 

810 - KJSA Intake 
820 - Boys' Industrial School 
830 - Girls' Industrial School 

840 -~Other Centralized State Treat­
. . roent Resources 

850 - Ptivate Residential Treatment 
860 - Re~ionalized Treatment' 

.'~ I 
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II r "tl\;uVeniles with similar characteristics 
,:Id~ ,("'and ci rcumstanc.es. Fi fty-four program-
',1 matic elements have been defined withi~ 
'1 the eight general elements. They are 
i ~amed and arranged according to their 
Q general element assignment on Chart 3 

on the preceding page. 

Programmatic elements are basically a 
system of classifying services, rather 
than the services themselves. Specific 
programs through which services are de­
livered are the practical content of 
programma ti c el ements , .. 

Some general program concepts app'ear under 
more than one general element heading 
because every service or activity which 
can appropriately be used in a particular 
general element is identified as part of 
that element. For example, school pro­
grams are included in both the 400 and 
600 series programs. In addition, acade­
mic and vocational education are part 
of the residential treatment 800 series -
programS. In each case,. the objective 
to be achieved may be similar for individ­
uals with sinfflar characteristics but, 
the structure and conditions under which 
the activity will take placE are differ~ 
ent. Hence, there are fftleast three spec­
ific programmatic elements dealing with 
special arrangements for delinquent nr 
pre-delinquent youth in the public scho?ls. 

It should also be mentioned that specific 
programmatic elements are not necessarily 
related to any particular agency, office, 
or institution. ,Even though some special 
programmatic ~lements are dependent upqn 
a singl~ agency for sponsorship (the j~d-
i ci a 1 "and 1 aw enforcement functi ons 
cannotbesponsoted by other agencies) no 
attempts have been made to ~ssociate most 
of the grogrammatic elements with exist­
ing age~cyre~ponsibilities~ 

GEOGRAPHIC AREAS 

A ten-part geographic-division of the 
state was originally made by the planning 
project in .orderto create relatively' 
sma 11 and compact areas within which pl an­
ning would be undertaken. The original 

if 
areas were established only after the use If 
of each of the eXisting regionalization H 

f:;: 
plans for the state had been weig~ed. The II 
menta 1 health catchment areas, tli~, KDED I j 
regi ons, and other estab 1 i shed geQ9raphi - II 
cally-based plans of the state were studied. !\ 
T~is act1Vity actually preceded this plan- H 
n~n~proJect and was a resul! of the p~o- If 

V1Slons of K.S.A. 75-3335.whlth authorlzed 1.11 

the Board of Social Welfare to plan for I 

the development of not more than ten re- II 
gional rehabilitation facilities in the II 
state'~ Al though the division or; ginally ! i 
adopte~ for thi s purpose has si nce been II 
changed, it closely conforms to all of It 
the org~nizational patterns which are di- II' 
rectly related to its interests. I 

I"! 
A 14-area division of the state is pre­
sently being used. This geographi~ar­
rangement consists of ten mUlti-county 
are~s and foun single-county areas. These 
areas are illustrated in Charts 4 and 5. 

This geographic division of the state con­
forms with the span of control principle 
whi ch has already been di scussed ", and pro­
duces areas which should be workat>le for 
organizational purposes. Adjustments in 
the method of organizing this geographical 
division of the state are still possible 
and coul d be used to produce greater con­
formity among the areas. The resulting 
14 divisions should be worthwhile and 
workable even though fewer districts 
might have been more desirable. There 
are no ,known major problems in using 
this division of the state except for a 
paucity of existing resources in Area 5. 
Adjustments were made in this geographical 
division of the state as the proposal 
was reviewed by perso.ns from ali parts 
of the state. 

, ARCHETYPAL PLANNINGiMODEL 
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A USj~l f-correcti ngll pl a~~_t~g methodol goy III 
has been used from the cmtset of this ef- i 
ort. Though this is not t~e place to provide;] 
a complete exposition of the planning model,~~ 
a brief description is relevant. ,Planning i 
inputs are evoked from the universe of ! 
human need and experi ence., and then sub- '1 

jected to a planning process from which I 
. I 
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they emerge as a planning output or pro­
duct. In our project, the first input Was 
evoked through the visits and area meet­
ings of 1970, the first conference served 
as the process, and the first output was 
the "programmatic" book. After the out­
put has been produced, two courses of 
action follow; one having a direct effect 
and one having an indirect effect. The 
direct effect is to take the pla.nning out­
put and return it for use as a new plan­
ning input. The indirect effect consists 
of transmitting the planning product to 
a higher, more specialized or more broad­
ly conceived authority not directly in­
volved in the planning p~ocess. Such 
authorities react or respond to it by 
appropriate changes in their practices 
or positi'ons, and these changes affect 
the universe of human need and experience 
from which further planning inputs are 
evoked. ,~ 

This archetypal planning design is illus­
trated by Chart 6, and has been used 
throughout the duration of this project. 

A "Four Dimensional Planning Theory" 
developed independently of the project by 
the chief planner uses this archetypal 
design as a point of origin for a com­
prehensive plan for planning that in­
sures that the most appropria;~~t, persons or 
aUthority structures are responsible for 
various-kinds of planning. The adaptation 
of this overall planning theory to the 
specific requirements of this plan is de­
scribed in the following paragraphs. 

THE SERVICES planning dimension consists 
of specific planning for the services or 
activities to be provided. In virtually 
every case, the persons doing the plan­
ning will be employees of public or pri­
vate agencies; occasionally, they will 
be private practitioners or individuals. 
Itis anticipated that there will be 
hundreds of specific services included 
in the total state delinquency preven­
tion and control system. Many of these 
specific services will have practitioners 
performingidentidal servic~s in differ­
ent locations. It is possible, that the 
same person may perform services in a 

number of different locations. The con­
cept of a specific service is based on 
the program delivery responsibilities of 
professionals or other highly trained or 
skilled persons. In some cases~ these 
individuals will perform their duties 
alone, While in others,s their functions 
will be performed with the assistance 
of nonprofessionals and other supporting 
personnel. In the latter case,these 
people may be designated as constituting 
a professional team or unit. 

The SUPPORT dimension of planning which 
is conducted either by public or pri-
vate agencies authorized to assum~~ role 
within the delinquency prevention and 
control system. 0 All of the separate agen­
cies involved in the total system are 
related to area boards described below. 
Internally~ they support the providers of 
service mentioned in the preceding para­
graph.; The planning bodies in this di­
mension are the established authorities 
of the individual agencies. In some cases, 
this may be a statutorily-created office. 
In the case of private agencies, the es­
tablished authority ~i11 ordinarily be a 
governi ng board whi ch may have been cho." 
sen by anyone of several methods. The 
support planning dimension acknowledges 
that agencies must be made responsible 
for carrying out the services that are 
a part of the state system. 

The AREA dimension of planning represents 
the practical adaptation of the concep­
tual delinquency prevention and control 
system to the problems and opportunities 
of a specific geographical area. The 
area may encompass a single county or as 
many as 18 counties. This dimension of 
planning is concerned with a full range 
of general and specific programmat·ic ele­
ments that have been identified as essen­
tial within the state system. Planning in 
this dimension is conducted by area boards 
described in Chapter 2. These boards 
also participate directly and indirectly 
in the deveJopment of the overall state 
system plan, and are responsible for 
managing~ planning and evaluating all 
aspects of the system' in terms of actual 
performance within the board1s geographic 

:1' 
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CHART 6: 

THE ARCHETYPAL PLANNING DESIGN 

THE UNIVERSE OF HUMAN NEED 
AND-.EXPERIENCE 

A 

THE PLANNING INPUTS 

B - THE 

PLANNING PROCESS 

D - AUTHORIZATIONS AND RESOURCES 
~,~~' 

area of jurisdiction. This poses a ' 
major planning and management challenge. 

The STATE dimension of plann-jng consists 
of developing a general conceptual system 
(a "state comprehensive planll) for 
achieving the chosen objedtives of de­
linquency prevention and 40ntrQlin the 
state. It.should be practica~'and realis­
tic as well as Consistent.and thorough 
while avoiding the structural vacuums 

and i ncons i s tenci.eS'· now commonly found. 
The interests of this dimension should be 
addressed to every possible predictable 
or antiCipated situation. State dimen­
sion planning is conducted by the KJSA 
state board whose two primary'functions 
are leadership and coordinatioll .. , Thi.s 
leadership responsibility is stated in 
tel11lS of developing anew awareness of the 
problem~ and successes .of the del i nquency 
preventlon and control system in the 
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state and in terms of presenting requests 
to the proper legislative authorities for 
the resources that have been designated 
as state respon~ibilities. Coordination 
is described primarily in terms of coordi­
nating the activities of the 14 area 
boards described above. The responsibil­
ities of the state board also include 
providing reside\\tial treatment services 
and state facilities and assigning select­
ed persons to oth~r residential·treatment 
services. This dimensiori of planning al­
so i nc'l udes tra i ni ng, i nforma ti on, summa ri-: 
zation, and planning - in general, pro- ' 
viding administrative support for the 
state and area level functions. State 
dimension planning uses area dimension 
planning as its principal source of in­
formation and point of contact. 

Specialized adaptations of the archetypal 
design to the requirements of state and 
area planning dimensions appear in Chap­
ter 2. 

THE ORGANIZATION MODEL 

Organization models in general serve 
the purpose of illustrating the type of 
organization intended as well as serving 
to clarify the need for relationships 
between various aspects of the organiza­
tion. Our planning clearly illustrated 
the need for an organizational model, 
in view of the vast number of agencies 
presently or projected to be involved 
in the operation nf the system. Our 
plan also required an organizational 
model in order to accomplish the de-
sired and required geographic disper-
s;on of efforts throughout a very large 
state. The replication of minimum accept­
able levels of service in widely dis­
persed locations throughout the state 
demands a model which, at least, does 
not prevent this through exceptions or 
differing standards. On the other 
hand, a model is not meant to be in­
flexible. It is meant to allow general 
uniformity within which variations re­
sponsive to local conditions may flour­
ish. Literally hundreds of factors 
and thousands of possible combinations 
of factors are the basis for our organi-

zational model. Finally, the organiza­
tional model must make appropriate allow­
ances for traditions, laws, practices, 
and wide variations in local conditions. 

The value of the organizational model 
is primarily seen in its ability to 
indicate how a complex system is to be 
governed. It illustrates the nature of 
relationships required to insure basic 
minimum levels of performance. It should 
set forth an indication of realistic 
governance and supervisory capabilities. 
It should allow simplification of dis­
cussions about what can be done and the 
structure through which it will be done. 
Finally,- it helps to establish common 
terminology that simplifies an under­
standing of what is intended and what 
is actuallY happening. 

Our organizational model is presented 
in Chart 7 on the next page. In compari­
son to the system model, it was a rather 
late development in the planning process, 
even though it does not represent any 
significant changes in basic concept over 
from decisions reached at our second 
conference. 

The organizational model illustrates 16 
distinct interests. The first of these 
is the overall interest - the totality 
of the Kansas Juvenile Services Agency 
as a system for delinquency preVention 
and control. The entire model serves to 
illustrate this interest. 

The second interest which it illustrates 
; t the centra 1 authori ty shown as the 
center of the model and, more particularly, 
the designation of the KJSA State Board. 
It will be noted that the center of the 
model is not separated from the 14 Area 
Boa rds. 

The 14 Area Boards represent geographic­
ally designed interests, with an individ­
ual board for each of 14 single or multi­
cou,nty areas of the state. Each of these 
boards is portrayed as an equal part of 
the system. The Area Boards, it should 
be noted, are not separated from the 
KJSA State Board in the model; no outright 
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division of interests is either planned 
or implied in this model. It is intend­
ed to be a unified system with a cansider­
able delegation of particular responsi­
bilities to the Area Boards and the agen­
ci es operati ng wtthi n thei r geographi ca lly 
designated areas. The outermost item 
illustrated on the organization model is 
the adaptation plan. This is a specific 
adaptation of the system model to the 
particular conditions ~nd situations in 
a geographically defined area. The Area 
Board is responsible for developing this 
adaptation plan, giving practical and 
specific expr.ession to the system .. model 
for the area of its jurisdiction. 

It is believed that the organizational 
model well illustrates the totality of 
the organization necessary for carrying 
out a comprehensive delinquency pre­
vention and control system. The State 
Board and each of the Area Boards have 
a number of specific responsibilities 
and interests, described in some detail 

under the heading of organization. As 
previously noted, this organizational model 
is not dependent upon any changes or var­
iations in the system model. It also 
i 11 us tra tes the opportuni ty for a, grea t 
deal of flexibility and innovation to 
meet conditions in local communities. 
A fuller understanding of the organiza­
tional model will require descriptions 
of the boards (or governanCe structure), 
the staffing of the system, training of 
various providers of service, financing 
the system, and the evaluation of the 
success with which the overall plan is 
carri ed out. 

It is believed that this organizational 
model is far superior than most tradition­
al designs which operate on a military 
chain of command basis. It is believed 
that this organizational model is more 
accurate as well as clearly reflecting 
the dominant theme of our planning to al­
low a large measure of discretion to per-
sons in immediate contact with activities. \ 

SECTION 4: RESPONSIBILITY AND LEADERSHIP 

The commentary in this section is intend­
ed to aid the reader in understanding 
some of the principles important to an 
accurate understanding of the text of 
this volume. This section includes com­
ments upon: the ~dea of definite re­
sponsibility, opttonal responsibilities, 
the development of~tnitiative, the con­
tact of persons having designated respon­
sibilities with actual conditions, leader­
ship, and the responsibility for contin­
uous planning. 

THE IDEA OF DEFINITE RESPONSIBILITY 

The idea of definite 'responsibility is 
described for our purposes as appropriate 
methods of insuring that someone can be 
held responsible or accountable for the 
results of specified activities within 
the system. Seven reasonable distinct 
elements can be identified as components 
of thi s genera T idea. 

ESTABLISHING OBJECTIVES - The fi rst task 

in defining the fixing responsibility is 
the establishment of the objectives to 
be achieved. While these objectives need 
to be general in nature, they should not 
be so vague as to become meaningless. 1 

This requires sensitivity and precision 
in order to avoid defining responsibilities 
in overly elaborate terms. Meaningful 
determinations of responsibility are'im­
possible without the establishment of ob­
jectives. 

DIVISION OF RESPONSIBILITIES - Once the 
general objectives have been identified, 
a division of the specific responsibili­
ties within the general objectives must 
be made. .At the program delivery level, 
this division will consist of individual 
work assignments. At the agency level, 
this will consist of assigning tasks to 
each division and each unit. At the area 
level, it will mean allocating responsi­
bilities'between agencies. At the sta.te 
level, it requires delegation of author­
ity to areas. 



r 
1 

.26 ORG.ANI ZATI ON 

TASK DESCRIPTIONS - After the responsibil­
ities have been generally delineated, it 
is necessary to specifically identify what 
a given individual must do within a par­
ticular time limit, and the location at 
whi',ch these duti es wi 11 be performed. 
Tasks can be described for aress, agencies~ 
or individuals. 

~ . '. 
""\ 

PROVISION OF RESOURCES - Once the individ­
ual assignments have b~een determined, the 
resoutces which will be needed to support 
or obtain them must be provided. Unless 
the resources needed to perform the task 
have been provided, an inconsistency is 
revealed. Resources are generally classi­
fied ~s personnel and non-personnel items. 

PERFORMANCE ANALYSIS - After the tasks 
have been reasonably well-defined, speci­
fic assignments have been made, and the 
resources needed to carry them out pro­
vided, an analysis of the ways in which 
the tasks are being performed will be 
possible. The criteria used in evaluat­
ing these performances should be directly 
related to the degree to which the fore­
going prinCiples have been implemented. 

CONCLUSIONS - The analysis of performance, 
when placed in a broader perspective by 
comparing it with similar activities and 
with the ways in which a particular ser­
vice relates to other services, permits 
respdhsible conclusions regarding the 
value of the service and the degree to 
which the responsibilities have been 
accepted and carried out. 

REMOVAL AUTHORITY - The authority to re­
move those persons, units, teams, or 
agencies about whom the conclusions have 
been basically negative and unfavorable 
is essential. In the absence of removal 
authori ty, there is an i ncompl ete struc­
ture of responsibility. 

OPTIONAL RESPONSIBILITY 

Many of the responsib;litieseXis'W~~ in 
the juvenile justice field canbt:~t,Be 
described as "optiona I responsib'ilH'i es. II 

These responsibilities are characterized 
by vague descri pii ons, whi ch allow every-

.~ , 

r"'il" 
one who cons iders them to rna ke hi sown 
interpretatio~s. Optional responsibili­
ties are also characterized by the fact 
that they Tack divisions of specifi.c re­
sponsibility, job description~ or their 
eqUivalents, and, therefore, do not 
have any rati ona 1 performance cr'iiteri a. 

EVen though some responsibilities in 
this field provide removal authority, 
the absence of specific bases upon which 
to evaluate performances permits the 
capriG; ous exerci se of thi s authori ty. 
This is true both for those who hold 
elective offices, as well as those em­
ployed by public or private bodies. 

As a result~ there is a wide gUlf between 
those who a~e the most highly regarded in 
their particular offices and those who are 
viewed with the least respect. If there 
were more definite criteria for fixing 
responsibility, it would be inevitable 
that the distance bl9tween the most ef­
fective and the least effective would 
be narrowed significantly. Some optional 
responsibilities derive from the p~rpose­
ly vague laws and principles in the juve­
nile justice field, which we recommend 
should be reframed with greater specifi­
city and precision. 

INITIATIVE 

Fixing definite responsibility for the 
performance of a service often encourages 
the development of individual initiative 
beyond that which is required or even 
legitimately to be expected. Generally, 
human nature responds positively and be­
comes more productive when responsibili­
ties are not ,vaguely defined and, in fact, 
optiona 1. 

On the other hand, when initiative fails 
to develop, minimum standards maybe used 
to assure that the minimum performance 
level will be achieved or corrective ac­
tion taken. Though there will always be 
those who are only interested in satis­
fying the minimum acceptable standards, 
most of the individuals who aspire to 
positions of leadership and responsibility 
have enough initiative to go far beyond 
the minimum standards. 

-,,-,,~ .. ~ ... , .. ,----,.,-'~~'-' ... ,~ "''''-,- m~_"'~'.~.""=;~~~ -~=~!';;~~~ - , 'I ftI",} 
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1\t¢ The enforcement of minimum levels of re­

sponsibility for others with whom a parti­
cular individual must work also spurs the 
development of greater initiative in 
carrying out these assigned responsibili­
ties. When a person with considerable 
initiative finds that those with whom 
he must cooperate or deal are not being 
required to meet minimum acceptable stan­
dards, his response is likely to result 
in a reduction of his own initiative. 

CONTACT WITH ACTUAL CONDITIONS 
',I 

Responsibility and leadership can only 
be effectively exercised when one is in 
contact with tHe actual conditions for 
which he will be held responsible. The 
converse of this is also true; only 
those persons who are directly in cOn­
tact with the conditions which are 
being considered should be held respon­
sible for their performance. Both of 
these principles have frequently been ig­
nored or avoided in human services prog­
rams. 

Those responsible for providing the s~r­
vices which are part of the juvenile jus­
tice system should be held strictly 
accountable and responsible for the per­
formance of thei r duti es. The structuJre 
of responsibility must prevent Ii~uck 
passing." Those wh? are respon~l~le , 
for directing agencles and provldlng sup­
port to service delivery personnel s~Qiuld 
be held strictly accountable for thelr 
performance of this function. The mem­
bers of the Area Boards must be strictly 
accountable for every element of the com­
prehensive system which operates withih 
their areas. The State Board must be 
accountable and responsible for providing 
direction and leadership for the Area 
Boards. 

LEADERSHIP 

It should be recognized that the quality 
of leadership can never be legislated. 

~ It is also evident that - for several 
years in the immediate future - high 
caliber leadership will be required if 
even a small part of the overall plan 
for deli nqu ency preventi on and control 

is to be implemented. It will be noted 
at this point, that the structures 
which are created should be designed so 
that they facilitate the emergence and 
recognition of leadership. 

Perhaps this would simply require the 
provision of tangible rewards for those 
with exceptional leadership ability. 
Those who serVe as officers of statutor­
ily-created agencies, those who are em­
ployed as agency dire~t?rs"pri~ate agen­
cies that may be partlclpatlng ln the 
field, and volunteer citizen leadership 
serving on the area and state boards, 
all require different kinds of rewards. 

It is evident that efforts should be 
undertaken to motivate people to think, 
to experiment and evaluate, and to wrestle 
with the problems of how the delinquency 
prevehtion and control system can be 
made more effective. There are no "pat" 
answers to any of the problems which pre­
sently exi st or are 1 i kely to emerge in 
the future. 

One of the most obvious ways of structuring 
a situation within which leadership can 
emerge and be recognized is to establish 
a conscientious, deliberate leadership 
training program for the various kinds 
of interests and responsibilities that are 
to be i ncl uded. 

PLANNING RESPONSIBILITY 

Though it is believed that this concep­
tual system design will basically be,ade­
quate for making major improvements ln , 
the state1s juvenile justice system, thls 
does not diminish the responsibilities 
for future planning and experimentation, 
with new.ideas that promise greater effl­
ciency or success. Therefore, continuous 
planning decisions must be added to the 
list of responsibilities at every level 
within the system. 

It should also be emphasized that planning, 
to be effective in human services, must 
be a continuous rather than a periodic 
activity. Planning efforts must be com­
bined with and directly influenced by . 
direct experience developed while att~mpt­
ingto carry out the responsibilities. 
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Jt will, therefore, be categorically re~ 
"bol11T1ended that pl anni n9 be made a part of 

fit 
If 
it 

each management C'lcti vi ty at every meeti ng r! 
of 'all responsible agencies and authorities. 11 

SECTION 5: BASIC QUANTITI ES 1\ 

II It; s important to have a clear und~,r'" 
standing of the basic quantities. to' 
which this overall plan is addressed. 
The juvenile population of the state, 
the numbers involved in prevention pro­
grams, the size of the control field. 
and some idea of the number of persons 
employed or otherwise used in the pro­
posed system is essential to the posses­
sion of an informed perspective. Con­
sequently, a brief description of the 
known and estimated quantities of juveniles 
in various defined catego\"iesand the '. 
estimated number of personnel is fur~ 
nished at this point. 

THE PREVENTION FIELD - The total number 
of juveniles in the state is approximate­
ly three-quarters of a million (747,280). 
This is the "100%" or maximum extent of 
primary prevention interest. Of this 
group, 84,200 persons are subtracted as 
being the more specific focus of interest 
at the ,secondary and tertiary (control) 
prevention 1evels. This t~esults in a ' 
total of 663,080 (88.7%) remaining within 
the realm of primary prevention interests. 
Thts is a more practical figure in the 
sense that those who have gone beyond 
the rea 1m of primary preventi on interest 
have been SUbtracted. It should be re­
cognized that the 11.3% which are sub­
tracted are not distributed evenly ac­
cordi n9 to age. Those under ei ght years 
6f age are a small percentage of this 
11.3%,and thQse over eight constitute 
the vast majority .of this percentage. It 
must further be recagnized that these 
are lIannua l experience" fi.gures instead 
of cumulative totals - a point described 
in the first chapter of either Vol. II or 
VoL II!. 

Chart 8illustrate$ the approximate num­
ber·,of persons.esti.mated for inclusion. in 
thevar;ous prevention and control pro­
grams. The chart utilizes 1970 census 
information, and shows current annual ex-

perience figures ~ subject to change 
with changing conditions. For example, 
projections for the numb~r to be included 
in the control field in future years will 
inevitably increase. Or, i.f percentages 
remafn constant, the declirting jyyenile 
population in the state wi11 cause 
gross figures to diminish. 

Some important sub-groupings in the total 
figures' identified should be noted. 
Racial and ethnic minorities are .occaSion­
ally important in understanding the exist­
ing sitUation in some communai.~s. Accord­
ing to the 1970 census, a11 non-whites of 
all ages t.otal124~510. This is 5.5% of 
the total state population. The very low 
percentage of the total state population 
is deceptive in that most communities of 
the state have an insignificant number 
of non-Whites, while they comprise a 
significantly higher proportion in some 
communities (10.7% in Wichita and 21.1% 
in Kansas City). It is also worth noting 
that the juvenile population within non­
white categories is higher than that .of 
the percentage of all ages of nen-whites 
in the total state population~ Non-white 
juveniles amount to 50,024, Which ;s 6.6% 
of the state's juvenile population. Negro 
juveniles account for the vast majority of 
all non-white juveniles, listed by the 
1970 Census at 44,151 (88.25% of all non­
white juveniles). The other non .. white 
juveniles are counted at 5,875 (11.75%) 
of mi nori ty juvenil es. Parentheti ell lly, 
it should be noted that the U.S. Census 
has been criticized in the past for making 
an incomplete count of non-whites. This 
has been especially noted in regard to 
transients, which in Kansas are represented 
by Mexican-American farm workers. To the 
extent that ; s true ,the above cited 
factors understate the s1 tuation. 

,. '. 

THE CONTROL FIELD - The maximum number of 
persons that could be included in the 
control field is determined by the number 
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CHART 8: COMPOSITE QUANTITIES CHART 

GENERAL INFORMATION ABOUT JUVENILES: 
Total number of juveniles in the state ..• 

From birth through 7 years ...•..••. 
From 8 through 17 years. . . .. 
All non-White juveniles. . ....• 
Negro juveniles •.... 0 •••••••••• 

THE PREVENTION FIELD 

.747,280 

.297 ,611 
• .447,733 

. . • 50,026 
. 44,151 

100.0% 
40.0% 
60.0% 

6.6% 
5.9% 

S
PY'imadt'Y preventi on . . . • . . . . . . . • • . • • . . .663 ,OBO as. 7% 
econ ary prevention ....•..........•.• 75,000 10'.0% 

THE CONTROL FIELD (Annual Intake Figures) 
Law enforcement agency apprehensions ..••..•.•. 
Juvenile court cases ..•...........•..• 
General Community Rehabi 1 itat; on Programs. . .. • . 
Intens ive Communi ty Rehabil i ta ti on Programs. • • 
Residential Treatment Programs ...••.... 

KEY SYSTEM PERSONNEL 

16,000 
9,200 
6,700 
2,000 

500 

SECONDARY LEVEL PREVENTION PERSONNEL (CYSA and others) .... 

CONTROL PROGRAMS: 
!rai~ed Juvenile Officers in Po1ige Departments. . • 
Cour~ Intake Personnel . • • ; , . . . . . . . . 
Evaluation Personnel •.•...... 
She 1 tel" Personne 1. ~ . . . 
Detent; on" (8 centers @ 18) • • • • : : • 
Cas,e Preparati on . . . .. .... . . . 
Judges " ... . .'. " .. It • • • • • • • • • • • • • 

Probation Counselors and Supervisors •... 
JUVenile Services Workers and Supervisors .... 
Group HomeS Personnel. . . . '0, • •• •• • 

ReSidential Treatment (BIS& GIS) .. 
Regional Facilities Staff (3 @ 42) . 

ADMINISTRATION AND SUPPORTING 'SERVICES 

KJSA "State Unit lJ Staff ....... . 
Area Administration ...•..... 

· · · · 
· · · · · · · 
• · 
• · 

300* 
25 

144 

35 
125 
125 

75 
259 
126 

40 
42 

'--

2.1% 
1.3% 
0.9% 
0.3% 
0,1% 

PART 

2,000 

150 
200 

200 
35 

1 ,316 2,585 

* not counted in total 

29 

of law enforcement agency apprehensions. 
The 219410 reported apprehensions in 
1970 is believe~ to represent 16,000 
individuals. 

par:ts according to the m(!nner in which 
the indiVidual will be handled: judicial 
andnon .. judiciaL The quantity to be 
handled jud'jcially is computed from the 
total number (official and unofficial) 

The maximum ,,group -Ls divided lt1to two 
'.~ 

'> 

of cases reported by the juvenile courts 

f·· 
1-
i 
c, 
: -' 

Q 

? ' 
" 



. ,. ("".' 
1 G' 

>. 

"'1' , 

I 

1 
I 

I 

·,<'1 
, 

"1 
j 
! 
j 

"j 
;·1 ,", 
.\ 
I 

,1 

I 
I 
I 
) . 

I 
1 

I 
t 

30 ORGANIZATION 

(12,345 1,n 1970) reduced by 25 percent· 
to allow for recidivists. Therefore, 
9 200 indiVidua'ls are estimated for judi­
c~al hand1ing,and the remainder (6,800) 
are assigned to non-judicial h~nd'li~g 
by the Chil dren and Youth Seryl c~s 1 n 
the prevention field. The ~ract~ca1 
dimensions of the control fleld 1S 
determir.edby the number of judicially 
handled ;ndividuals~. The determination 
of which individuals will be handled 
non-judicially and which will be handled 
judicially is shared by law enforcement 
agencies and the" intake element, accord­
ing to established principles. 

Chart 8 sets forth the <:juanti ti es men­
tioned above and relates them to the 
field of prevention and the entire juve­
nile population of the state. 

Of the 16 000 who are apprehended, 42.5% 
are shown'as referred to non-judicia] 
handling while 57.5% are handled judi­
cially. We believe the percentages would 
more c10s~ly approximate an almost even 
division if police apprehension records 
were comJillete. 

Fina'lly, it will be noted that the Crisis 
Programs General Element handles all of 
those who are placed in control field 
programs. The sum total of the individual 
cases handled judicially determines the 
siie of the three following rehabilita­
tion elements, as well as th~ size of 
this element. Changes in court pract~ces 
or the general com:;>osition of the appre-

") 

hended group wil~ be refl~cted in 
changes in the Slze of thls and the three 
rehabilitation elements. 

The three rehab~litat~on elements in the 
control field have an annual intake of 
9,200 persons, distributed as follows: 
6,700 to General programs, 2,000.to I~­
tensive programs, and 500 to res1dent1al 
treatment. Average daily population 
figures for General programs is ~bout 
60% of annual intake, for Intens1ve pro­
grams it is nearly equal to the annual 
intake, and Residential Treatment Pro­
grams have about 20% more than the an­
nual intake figure. 

PERSONNEL ESTIMATES - Some very rough es­
timates of personnel needs are also includ­
ed on Chart 8 in order to convey a general 
idea of the extent of the system proposed 
in this plan. These estimates might be 
misunderstood on grounds, and, there-
fore, require brief comment. The vast 
majori tyof the full-time employees are 
to be employed by local community agen­
cies not the KJSA. The estimates of 
need'for personnel are ~ased on ~rinc~ples 
expressed at'various relevant p01nts 1n 
the text. Some areas or agencies will 
su~ely combine tasks that are~listed on 
separate lines here (i.e., a worker may 
perform both intake and.general pr?ba-
tion duties) so that th1S enumerat10n 
more accurately reflects the total per­
sonnel resources than specific special­
ties. 

SECTION 6: FOUR CHALLENGES 

from consideration such as those mention­
ed in the preceding sections, four dis­
tinct organizational challenges emer~e: 
effective organizational design, red1-
rection of existing services, develop­
merftof new services, and preservation of 
as much)local in;.tiati,Ve as possible. 
Each of these challenges must be basic­
allv satisfied to implement the clearly 
expres'sed:des;Jr'es of tile (oajori ty of 
partici'p,a ntsi nthi s p lanni ngeffort. 

EFFECTIVE ORGANIZATIONAL DESIGN 

Effective organizational design is no 
accident. On the contrary, it rarely 
occurs wi thoutconsi derab lei nves tment . 

·of effort by persons who have had ~xten: 
sive experience inex~eri~enting w~th d1f­
fer.ent kinds of organlzatlonal, des1gns. 
Failures in this general field gr:ecal1y 
outrl'umber successes. Caution in accep .... 
ting"or rejectin9 organizational pr?P?sals 
i s ~ therefore,. the only prudent pos 1 t1 on. 
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The general design of the orgariization pre­
sented in this volume has been considered 
by a large number of persons of many occu­
pational and professional interests in 
the planning of.this volume., 

reqUire modifyi ng current practi ces. 
In the istate as a whole, it will requir:e 
reallocating existing. resources in addi­
tion to.deve10ping and allocating new 

The organizational design for human ser­
vices programs should reflect the pre­
sent "state of the art. II For example, 
only one county in Kansas, at present, 
uses a computer for any purpose within 
the juvenile justice system. This sort 
of hardware is part of the present 
"state of the art II and can be a si gnifi­
cant aid in both management and planning, 
and failure to use it is an obvious de­
ficiency in view of the importance of the 
juvenile justice system. Use of a computer 
Would significantly affect the organiza­
tional deSign. 

The organizational deSign should be 
flexible so that it can respond to 
changing conditions. In addition to 

. flexibility, the structure should insure 
evaluation of system effectivess and pro­
vide the means for bringing about change 
when indicated. This is necessary in 
order to protect the interests ofsoci ety 
both in the securi ty of its persons 
and propertyan(~ wi th assurances that 
every i nvestmen'c bei ng made has been 
intelligently concei·v..ed and implemented. 
The organizational deSign must also per­
mit the full protection of the legal 
rights of anyone r»laced within thesys-
tern. Though this has been guaranteed by 
Supreme Court deciSions, the st~ucturing 
of the system must also reflect it. 
Sound principles of management must be 
reflected. Every organi zationa 1 struc-
ture must be designed to help and support 
the actual prevision of services. Finally, 
the design must allow responsibility to 
be clearly fixed as well as allowing lea­
dership to emerge. 

REDIRECTION OF EXISTING SERVICES 

The need to redirect the efforts and 
practices of some agencies has already 
been identified. In a few cases, this 
may requi re the a 1 tera ti on of existi ng 
agency stry~tures; in others, it will 

resources. . 

The redirection challenge is to assure 
that vested interests are given full 
conSideration before changes are arbi­
trarily made. This might be accomplished 
by determining the degree of redirection 
that will be acceptable to a majority 
of those affected. In no case is it ex­
pected that arbitrary changes will be 
proposed or promulgated until they have 
been fully discussed a,nd explored. There 
is a clear recognition that there are 
areas of legitimate objection to change, 
viewed within a narrow perspective. In 
most cases, the redirection ~hallenge 
wi 11, therefore ,consiist of tryi ng to 
broaden the perspective of those who 
might be affected. 

Redirection means that hundreds of per­
sons will be working together in new pat­
terns of service for juveniles and their 
communi ti es. In some cases , these new 
patterns will be unfamiliar and trying. 
In most cases, it will require an inter-
agency cooperation that has heretofore 
not been required. In addition, occupa­

. tional and professional cooperation must 
extend beyond current boundaries. 

DEVELOPMENT OF NEW SERVICES 

The development challenge arises from 
the need to establish services that do 
not already exist. It is expected that 
the new services which are needed in an 
effective system will outnumber those 
which presently exist. 

The development challenge is to establish 
alternatives for judicial and pre-judicial 
dispOSition that are not now available 
for those with unusual problems. The 
sys~em . of services de$cri bedi n the pre­
ceding two volumes proposes an expansion 
of services both in number and in quality. 

It is recognized that the development 
challenge will.be much greater areas of 
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dispersed populations. In these areas 
the distance between points of contact 
for the provision of a service becomes 
aFl important logistical consideration. 
This consideration does not usually 
exist in urban areas or large cities. 
In many cases, it will be neGessary 
to experiment with these concerns in or­
der to develop a body of knowledge which 
can serve as a guide for future activities. 

A further aspect in the challenge of 
developing new servi cel;i s the i denti fi­
cation of agencies, practitioners, and 
other purveyors of service who should 
most appropriately sponsor particular 
services. It is not dlear, at this 
point, whether the bu]kof this increase 
ahould occur within the public sector 
(and become more or 1 less di reatly amen­
able to the exercise of the democratic 
process) or whether the bulk of this 
development should take place in the 
private sector through a contact with 
public authorities (who can exercise 
control through the contract instrument). 

,PRESERVATION OF LOCAL INITIATIVE 

A recurrent theme throughout this plan­
ning effort has been the interest in 
preserving local initiative as contrasted 
with the impositi on of a state agency 
operating in the local community. Though 
there has been a rural-urban split on 
this issue~ the preponderance of opinion 
has been in the direction of preserving 
as much local initiative and responsibi-

lity as possible. The burden of responsi­
bility for making the system work will 
center on local initiative since it will 
be responsible fora majority of the 
activities within the system. The logic 
of this position is sound. The only 
detriment to this position lies in 
areas Where multi-county effo\';ts must 
be established. In these cases, there 
is no solid foundation of experience 
in working at a mUlti-county level, even 
though there are isolated examples. 

The proposals presented in the succeeding 
chapters reflect a strong commitment to 
the principle of preserving local initia-
tive. " 

However, the preservation of local 
initiative is to be tempered and controlled 
by eliminating the possibility of failure 
to parti cipate. No opportunity is e~pected 
to be av~ilable for a county to "opt out" 
of the state~wide system. Each county 
must be involved to the extent of its 
experience with delinquency within its 
own county, andi n the area to which it 
belongs. 

The principle of preservation of local 
i ni ti a ti ve, however, is tempered by the 
fact that neW structures for authority 
and leadership have been created in the 
proposals that follow. In other words, 
many cottnties will not be wholly autono­
mous wi thi n the system, but wi 11 be 
part ofa multi-county jurisdiction. 
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CHAPTER 2 

THE KANSAS JUVENILE SERVICES AGENCY 

Section 1: INTRODUCTION Page 37 

The genera 1 idea and the advantages and di sadvantages of a "youth author­
ity" type of agency are briefly examined in this section, under the head­
ings of leadership, coordination, and services provision. A brief history 
of the development of the plan for a Kansas Juvenile Services Agency 
(KJSA) is presented as background for the foll owi ng secti ons. 

Section 2: KJSA AS AN ORGANIZATION SYSTEM Page 47 

The most basic principle regarding the KJSA is that itis an Ol"~aniza­
tional system for implementing prevention and control programs 1n a 
uniform and consistent manner throughout the state. It is given only 
the amount of authority and responsibility necessary to coordinate and 
establish the required services. It is not a large, monolithic agency 
of limited interests, but a "system" with a large measure of local con­
trol and responsibility. This section presents the principles by which 
the detailed proposals in following sections should be judged. 

Section 3: THE STATE BOARD Page 49 

A state board is established to provide the leadership and coordina-
ti on necessary to insure that deli nquency preventi on and control programs 
are created and maintained in accordance with the experience of needs 
and that they meet specific minimum standards. It is composed of area 
board representatives and governorls appointees. Its responsibilities, 
inter- and intra-system relationships, minimum work schedule, internal 
organization, and a description of its planning responsibility are de­
scribed in the sectiOn. 

Section 4:. THE AREA BOARDS Page 68 

The plan also specifies fourteen single and multi-county boards respon­
sibl e fm"adaptati on of the system to the real i ti es and oppor-tuni ti es 
of particular communities and neighborhoods. These boards are composed 
of representatives chosen by responsible public officials and others. 
Their authority is advisory, in some cases, and direct in other cases. 
These boards preserve local initiative and responsibility wi~h~n.t~eir 

"are~s of jurisdiction. This section describes their respons1b~11t1es, 
inter- and intra-system relationships, minimum work schedule, 1nternal 
organization, and their planning responsibility. 
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SECTION 1: 

Th,'~ most basicorganizatiofial recommenda­
tion Concerns the establishment of a 
state agency to be responsible for the 
juvenile justice system in Kansas. The 
proper name given to this agency is Kan­
sas Juvenile Services Agency - KJSA. 
However,it is advisable to analyz~ the 
basic concept of a centralized state 
authority for handling the probiems of 
delinquency prevention and control be­
fore· taking a look at our specific pro­
posal for the KJSA. 

Some other assumptions on which our 
thinking is based ~hould also be identi­
fied. We make the assumption that it 
is necessary, and proper, to define the 
state as the "community of interest. II 
Though we presently do this only in re­
gard to residential treatment, it is 
neither a new or unusual idea in the 
juvenile justice field. ·We further as ... 
sume tha t it is usefu 1 a nd proper to 
confine our interest to juveniles, rath­
er than being concerned with the total 
criminal justice field. We further as­
sume that it is useful to focus atten­
tion on juveniles with antisocial behav­
ior traits or habits, rather than being 
concerned with all children. This 
plan does not describe an agency with 
overall responsibility for all children -
as has been discussed for some years. 
Such an agency is bel i eved to 1 i e beyond 
the scope of this presentation. Finally, 
a proper name - Kansas Juvenile Services 
Agency - has been chosen and used through­
out this presentation to insure that 
there is no confusion of this proposal 
with "Youth authorityll types of agencies 
in other states. Ours is a unique design 
which borrows features from agencies in 
other states, and which adds other 
singular features, resulting in an en­
tir.ely unique agency design. 

The basic concepts of a central state 
authority for delinquency prevention 
and control will be discussed under 
three general headings below: leader­
ship~ coordination, and service provi­
s1 on.. ,"._ 

INTRODUCTION 

LEADERSHIP - The,most important aspect 
of effective leadership is the develop­
ment of an informed view of facts and 
trends within the field of interest. 
Those in a leadership pOSition should 
have a firm grasp on the historical de­
velopments within this field of inter-est, 
the current situation, and a clear aware­
ness of trends (either increasing or de­
creasing) which previous and current ex­
perience show. This informed view of 
the facts is essential for any exercise 
of leadership. 

An understanding of what can be done tQ 
meet the needs of both individual juve­
ni 1 es and soci ety in general must be de­
veloped if leadership is to be exercised 
responsibly. Without this understanding, 
it ;s inevitable that poor choices will 
be made regarding services to individuals 
and protection of legitimate rights of 
society. This understanding must be 
comprehensive and relatively detailed, 
and be possessed by all persons who per­
form a leadership function. 

It is especially important that the lea­
dership group construct (or have con­
structed for them) a conceptual model of 
what they have agreed to do within this 
field of interest. The conceptual model 
should specify minimum services and stan­
dards for acceptable performance of var­
ious functions. The conceptual model 
should be based on ideas and concepts 
and proven techniques which give:some 
promise of being able to deal effective­
ly with the current or projected prob­
lems. The conceptual model for our plan 
is our "system model. 1I 

On the basis of the informed view of 
facts~ Linderstanding of what can be done, 
and the conceptual model, the leadership 
function proceeds to initiate those ac­
ti ons necessary to mai nta in and conserve 
services presently existing, to modify 
any current activi ti es whi ch could be 
improv/:ld, and to establish new activities 
and interests as appropriate~ 
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Finally, persons irl a leadership position 
are responsible for promoting greater 
awareness of this field of interest'in 
~he state. The general public needs to 
have a much better understanding of the 
problems of the juvenile justice field. 
Key persons, such as public,officials, 
community leaders, and organized citi­
zen's groups must be furnished with a 
vastly greater appreciation of the prob­
lem than now exists generally in our 
state. 

COORDINATION ~ The first concern in re­
gard to coordination is acquisition of a 
definite understanding of the agencies 
and institutions which perform functions 
and provide services within this field 
of interest. No constructive coordinative 
efforts are possible without this sort 
of understanding. As/was mentioned ~n 
the previous chapterN(this is a consid­
erable task in the r:?fate as a whole, due 
to the very large ~amber of agencies 
with established tesponsibilities or in­
terests in this J:ield. 

The next step in a positive and construc­
tive coordination effort is to systematize 
present and potential services and func­
tions, within the structure provided by 
the conceptual system model. Without 
such systematization, the ntimber of agen­
cies and services will be too large for 
understanding by any but those who are 
able to devote their full energies to 
the task. .; 

Following the systematization of services, 
a determination should be made regarding 
necessary and desirable services which 
are not currently being provided within 
various jurisdictions. This should be 
followed by the development of a practi­
cal plan for establishing those believed 
to be essential. A practical plan for 
impleme~ting the ~ystem within a speci­
fic area of jurisdiction must be develop­
ed prior to any efforts to actually 
coordinate activities. 

The practical implementation plan should 
be communicated to all effected interests 
through explanations, contracts, inter­
nal instructions, and any other appro-

priate means. It is unwise to make uni­
lateral decisions regarding coordination 
plans. A much wiser course of action is 
to circulate a draft plan, to which per­
sons affected may respond; with their own 
i~eas. The involvement$f persons who 
'wi 11 be, or mi ght be, af,'fected by thi s 
plan in the initial de~8lopment of the 
plan is provided withiM the structure 
given expression in later sections of 
this chapter. 

Once a practical adaptation plan has 
been developed, then it is appropriate 
to exercise management influence over 
the operation of various agencies, insti­
tutions~ and other groups participating 
in the system. The management influence 
should be designed to maintain or improve 
desired performance according to the 
standards of the system. 

SERVICE PROVISION - A centralized state 
juvenile justice system almost always 
includes the provision of some selective 
direct services to juveniles. Every 
state has some traditional services that 
it provides whether its role is relatively 
large or relatively small in the total 
amount of activity within the system. 

In some states, indirect services have 
also been 'established as both useful and 
traditional. Services such as provision 
for training various persons within the 
system, the collection and summarization 
of information, research into causes and 
results of delinquency, and the setting 
of standards for various types of activi­
ties are included in this category. The 
relative magnitude of such indirect ser­
vices varies greatly from one state to 
another. 

The need for state operated services, 
either direct or indirect, should be 
determined by the nature of the task to 
be performed and existing structures of 
relevance to the task. For example, 
there are some needs which are so spec­
ialized or infrequent, that efficient 
handling of them can only be undertaken 
within the broad structure of a state. 
Indirect services should either be essen­
tial to the established concerns of the 
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state government or st~te legislature or 
be those which cati' provide a pd:sitive 
benefit to local community activities. 

If 

SOME EXAMPLES OF ,YOUTH 
AUTHORITY AGENCIES 

CALIFORNIA: DEPARTMENT OF THE YOUTH 
AUTHORITY - The CYA was established 
some 30 years ago as a function of state 
government and was originally concerned 
primarily with residential treatment of 
juveniles, but has changed greatly in 
the three decades of its hi story. It 
is only one of thre~ official public 
authorities concerned with the problem 
of delinquency in the state. ' It is 
often regarded as one of the most effect­
ive designs for dealing with'delinquency. 

However, county probation departments com­
prise by far the largest amount of acti­
vity (caseloads) in the juvenile' justice 
field in California. For examp'le, the 
Los Angeles County Probation Department 
(not devoted exclusively to juveniles) 
has a budget of immense proportions simi­
lar to the eVA, The county probation de­
partments handle intake, case prepara­
tion, probation supervision, and operate 
various sdrts of high-intensity services 
and residential centers. 

There are also county prevention committees 
in all of the 58 counties of the state. 
These presention committees generally op­
erate with very small financial resources 
and laY'gely functfon as ah advisory group 
to public officials, agencies, and the 
general public. At least one of these 
prevention committees is widely regarded 
as an effective social action organ1za~ 
tion. 

The juveni 1 e courts of the State of Cali­
fornia have also undergone a great deal 
of change in recent decades. California 
was a national leader in requiring the 
representation of a juvenile by counsel 
when appearing in the juvenile court. 

The CYSA initiated, in 1965, a "pro­
bation subsidy" program intended to raise 
standard~_r~garding probation within 

counties, and - through so doing - re­
duce the number of persons being com­
mitted to the 'st?-,te judsdiction for 
residential treatment.. The probation 
subsidy program has been widely regard­
ed as a very posi tive development, and 
has reduced the need for state residen­
tial treatment facilities dramatically. 
However, the situation eXisting at the 
beginning of the probation subsidy pro­
grams, has no parallel in present or pre­
vious conditions in Kansas. Rather, it 
represented the opposite end of the spec­
trum from conditions here. 

A visit to county probation departments 
and the eVA in August of 1971, and a 
conference with a delinquency planner in 
the California Council on Criminal Jus­
tice (CCCJ) reveal that the fragmenta-
tion of authorities within the state 
(prevention, probation, courts, and 
CYA) had prevented effective comprehen­
sive planning. No conceptual model of 
an overall state-wide comprehensive sys­
tem was available, though the CCCJ plan­
ner expressed interest in our system model. 

The CYSA is used as an example simply 
because of the reputation which they 
have developed over the years. It is 
not believed that any of the specific 
organizational structures in use there 
have direct applicability to our state's 
current situation. That is not to say 
that specific kinds of programs which are 
in use in Californiaqre not applicable 
they mosJ te'ftainly are. 

/' 

WASHINGTON: DEPARTMENT OF INSTITUTIONS -
Onedf the two featured speakers at our 
secdhd state-wide conference in this plan­
ning, effort was Mr. Thomas Pinnock, who 
was then the director of the juvenile 
portion of the Washington Department of 
Institution and president of the Nation­
al Association of Training Schools and 
Juvenile Agencies. He described, in 
some detail, the way in which that state 
had organized itself to deal with the 
problem of delinquency. The department 
of institutions has a much greater role 
in the juvenile justice system in Washing­
ton tha n does the sum to ta 1 of a 11 state 
agency responsibilities in Kansas. 
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The courts in the state of Washington are 
organi zed on a. cornp 1 ete ly di fferent 
bas is than ~hose in Kansas. The juvenil e 
court is simply one of the superior courts 
tn the state. The judges of the juvenile 
court are assigned from the same overall 
group Df judges as are those who are 
assigned to adult criminal courts. 'In 
some cases, judges are rotated in the 
juvenile courts, while in other districts, 
the judges are assigned on a more or less 
permanent basis. All of the juvenile 
court judges in Washi ngton are lawyers. 

Probation departments are responsible to 
the court of jurisdiction, similar to 
Kansas, with the difference that the 
stature of the juvenile court is consid­
erably higher. 

The state agency has a very direct in­
fluence on probation programs, through 
its own "probation subsidy" program. 
This program follows the same gen~ral 
concept as that of CVA, on which it 
was modeled. The motivation for the 
establishment of this program was more 
clearly to reduce state responsibility 
for handling a percentage of adjudicated 
juveniles. The probation subsidy pro­
gram has been in operation approximate­
ly two years and is showing a very con­
siderable diminution of commitments to 
the Department of Institutions. 

The state agency has also been directly 
involved in prevention programs since 
1968. The prevention programs empha­
sis was established as an additional 
strategem to reduce the size of the 
responsibility which the state agency 
needed to assume. In the current opera­
tional year, the preve~~ion programs 
are funded at the level of two million 
dollars, allocated by formula and dis­
bursed by speci fi c grants. 

The state agency has a rudimentary in­
formation system which is notable in the 
fact that persons occupying a particular 
position have their decisions monitored 
Qn a regular basis. The monitored posi­
tion is that of the chairman of the 
placement cOlT111ittee in the state1s diag-

nostic center. The subject of the 
monitoring is the placements which are 
made as a result of the staff meetings 
at which placements are determined. Six 
such individuals are monitored on a month­
ly basis. This is a principle which 
will be the subject of a further proposal 
in Chapter 6 of th,i S vo 1 ume. 

'.' 

The State of Washington has a population 
roughly 50 percent larger than Kansas. 
It also has some general characteristics 
which are believed to provide the basis 
for some comparative judgements. There 
are rather large urban areas in the state, 
as well as extensive areas of sparsely 
settled population. As a result of this, 
Chart 9 has been developed to illustrate 
the differences between Kansas, which 
has no centralized state authority, and 
Washington, which has a centralized 
state authority. The usefulness of 
this comparison is strongly suggested 
by the fact that the rate of juveni 1 e 
apprehensions by law enforcement agencies 
and the number of reported court cases 
in the state are similar in the first in­
stance and identical in the second in­
stance. It is also important to note 
that the court cases, expressed as a 
percentage Of the total number of appre­
hensions, are also quite similar. How­
ever, it i~ at that point that the simi-
1 ari ty ends:. 

ADVANTAGES OF A 
CENTRAbIZED'STATEAUTHORITV 

The principan~advantage of a centralized 
state authm'ity for juvenile delinquency 
prevention and control concerns is that 
it can develop a comprehensive under­
standing of situations and experiences 
within the state. The centralized 
authority can develop an information 
system Which will give accurate and 
up-to".date information regarding the 
various kinds of load on resources being 
experienced at various points within the 
state. This kind of understanding is 
absolutely necessary for both leadership 
o,nd coordination concerns, as. well as 
predictions of future need for services 
which the state should prov.ide. A good 
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CHART 9: A COMPARISON OF SELECTED FACTS ABOUT DELIN­
QUENCY IN KANSAS AND WASHINGTON 

Kansas 
Total number of 
juveniles 8-17: 447,153 

Reported arrests 21,410 

Arrests per 1,000 juveniles .045 

Court cases, delinquency 12,274 

Court cases per 1,000 juveniles .027 

Arrests as a percentage 
of court cases 

Commitments to state 

Commitments per 1,000 

.57 

232 

.0005 

Washi ngton 

619,597 

31,406 

.051 

16,921 

.027 

.54 

2,000* 

.0030 

Comment 

approximately 40% 
more in Washington 

approximately 50% 
more in Washington 

very similar 

approximately 38% 
more in Washin9ton 

identical 

very similar 

greatly different 

6 times greater 

* Current estimate for 1971, still declining as a result of probation subsidy 

information system will accurately re­
flect unusual situations which are de­
veloping in various parts of the state, 
allowing persons with common interest 
to be brought together. However, it 
must be pointed out that an information 
system capable of performing this func­
tion must be very intelligently designed, 
and must produce information on a 
generally short interval. 

The centralized state authority also 
allows for the exercise of management 
in a broader context than is normally 
the case. The centralized agency, 
with its broader context of interest, 
can provide the basis for direct manage­
ment actions. As such, it can virtually 
eliminate the exercise of management 
by "whim" and "guess." This is intend­
ed to mean that a centralized agency 
can set the stage for responding to 

to changes that occur by reallocation or 
reassignment of resources to the point 
of greater need. The centralized agency 
itself does not have to provide this 
management function, but may simply pro­
vide the structure within which it can 
be exercised by the person or agency 
most closely related to the problem. 
The centralized state agency can help 
in management by much more accurate pro­
jections of needs than is presently possi­
ble at any point within Kansas at pre­
sent. 

The centralized state agency can also im­
prove the general efficiency of all ser­
vices. Foremost in this area of consid­
eration is the standardization of minimum 
acceptable performance levels and quali­
fications of persons performing specific 
functions. Standardization will be an 
inevitable natural development even if it 
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is not a deliberate objective of high 
priority. The agency also influences 
the development of specialization and 
Pfofessionalization which is generally 
hot possible in the vast majority of 
counties in Kansas at present. It must 
be remembered that spacialization and 
professionalization are desirable only 
within the context of a well-developed 
conceptual system .. In the absence of 
such a system, "generalists" are much 
more desirable than are "specialists. 1I 

The centralized state agency can also 
be more effective in resources acquisi­
tion, since it is able to more easily 
summarize the need for financial re­
sources. With the development of mini­
mum standards, in the application of 
these standards to the state as a whole, 
requests fo~ financial support can be 
made much more valid. In addition, the 
financial resources which might be 
available from the federal level can be 
channeled into the areas of greatest 
need in a rational manner. Without a 
comprehensive delinquency prevention 
and control plan, the infusion of funds 
into highly compartmentalized services 
may not significantly alter performance, 
even if activity is increased. 

In addition, personnel recruitment is 
greatly improved within the structure 
of a comprehensive state-wide system. 
The specialization that exists in the 
system ~llows personnel recruitment to 
be placed on a much more secure basis 
~ince the area of competence being sought 
1S greatly narrowed - 9~~ more 1 i kely to 
conform to that which cah be found. It 
is at least difficult, and likely to be 

. i!Jlpossible, to effectively recruit "gen­
e'ralists, II , Personnel recruitment and 
development is also greatly facilitated 
when a state-wide, commitment to a juve-

. nile justice system exists. This is 
even'ino"re true when 'theenlp 1 Dyment of 
vari ous persons wi thi n the sys tem is not 
dependent on shifting political fortunes 
of elected public officials) 

'\ 

DISADVANTAGES OF A 
.CENTRALIZED 'STATE AUTHORITY 

EROSION OF LOCAL INTEREST - The creation 
of a centl"a 1 i zed state authori ty mi ght 
cause an erosion of local interest. When, 
and if, this should occur, it would be a 
very significant loss. It almost seems 
axiomatic that the stronger state agen­
cies cause a decline in local interest and 
sense of responsibility for a particular 
problem. When the strength and influence 
of a state agency increases, the local 
interest decreases. Therefore, any de­
sign for a centralized state agency should 
immediately address itself to this po­
tentially significant possibility. 

In addition, when a centralized state 
agency is not flexible and responsible 

" ·to situations in local communities, lo­
cal persons become at least apathetic, and 
perhaps disgusted and angry. 
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When a strong centralized state agency I 
exists, the temptation to "dumpll problems i 

on that agency is significantly increased. :1 
In most cases, thi sis a very short-si ded ,! 
view since the state agency may subsequent- :1 
ly "dump" the problem indiYidual back on I 

the community. It happens, nonethel ess. ! 
It is also possible, and likely in some 
instances, that the point of view that 
IInothing can be done ll will develop when 
there is a strong state agency. When this 
point of view develops, very little is 
usually attempted on a local basis. All 
of these points are negative when viewed 
within the princip:1e that delinquency 
develops ,f n a communi ty, and must be 
eventually solver! in tbe communi ty • 

JURISDICTIONAL TRANSFERS - As we have 
previously noted, the transfer of a juve­
nile from one agency or institution juris­
diction to another is believed to be a 
definite detriment to effectiveness of 
an overall system. The centralized state 
authority which does not reduce the num­
ber of possible and actual jurisdictional 
transfers to 'an absolute minimum is not 
provlding a clear .advantage. 
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. As a study of the CalifornJla and Wa.shing­
ton Youth Authorities revti'als, structur­
al vacuums and inconsistencies are not 
uncommon, and jurisdictional transfers 
still occur. It is believed that trans­
fers of jurisdiction and responsibility 
are, at. the very least, not beneficial, 
and they may be generally counter-product­
ive of intended results. Insularity 
easily develops in persons who identify 
strongly with the agency for Which they 
work. This insularity may make juris­
dictional transfers even more difficult 
and unproductive. It is not uncommon to 
find persons in various jurisdictions who 
have a very overt dissatisfaction with 
persons 1n other jurisdictions, and oc­
casionally, outright hostility. It is 
hard to fi nd anythi ng good to say about 
such conditions. 

FUNDING HAZARDS - The other side of the 
advantage of improved resource acquisi­
tion, is the hazard of depending upon a 
single source of financial support of ' 
activities. This is especially re1evant 
when one considers the vagaries of re­
spon~es of state legislative bodies to 
well-documented needs and requests for 
continuing productive activities. State 
legislators quite often have a multipli­
city of competing requests for generally 
limited financial resources. In view 
of this, they are often not able to re­
spond positively to legitimate and well­
presented requests. 

State funding i·s a·lways indirect in 
terms of local needs and services. Local 
communities must typically go through 
some state(:agency to obtain financing. 
If local activities are to be signifi­
cantly supported by state funding, the 
hazards of making such financial support 
indirect muit be faced. When the state 
support of some activities is minor, this 
hazard may not be important. 

Placing major financial support in a 
single source does run the hazard of 
major dislocations occurring suddenly. 
Action of those responsible for providing 
the financial resources may very signi­
ficaDtJy_~ut established appropriations 

without any consideration of tha overall 
effect on communities. There have been 
several examples in recent years of a 
sharp reduction in state funding that 
has caused problems previously handled 
by the state to be transfered back to 
the communi ty, wheY'e no previous prepara­
tion had been made for accepting this in­
creased responsibility. 

Finally, it will be noted that the author­
ized funding levels may not be related 
to experiences of need or projections of 
future trends. This is generally true of 
state support of residential treatment 
in Kansas in the past five years. 

PUBLIC EMPLOYMENT DISADVANTAGES - A 
centralized state authority for delin­
quency prevention and control implies a 
much larger number of state employees 
than presently exists. Though this is 
a potentially positive benefit, in terms 
of provision of direct and indirect 
services not presently provided, some 
disadvantages should be noted. The 
greater relative security of public em­
ployment does not insure a greater degree 
of competence. One of the obvious 
points in such a discussion is that bureau­
cratization tendencies are greatly in­
creased in larger organizations, and es­
pecially in larger public governments. 

• 
It is also important to note that the 
salary schedule of public employment is 
often not commensurate witb that avai 1-
able in other places of employment. Even 
though salary is generally not regarded 
as the principal consideration in choosing 
employment, it is important. 

A further disadvantage which has occurred 
historically in a large number of states 
is that vagaries of funding for public 
agencies can radically alter the working 
structure of particular jobs. On the 
belief that the structure of the working 
situati.on is usually the most important 
source of job satisfaction, this is po­
tentia lly a very seri ous di sadvantage. 
Washington, for instance, has been faced 
with several percentage cuts in the num- ( 
ber of personnel authorized at the beginning 
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of their biennium in 1971, and Colorado 
experienced even greater reductions in 
1971. 

thart 10 on the following page attempts 
to summarize the advantages and disad­
vantages which have been pr,esentedin 
the precedihg text. 

A DEVELOPMENTAL HISTORY OF THE KJSA 

The KJSA concept did not emerge all at 
once, or without travail. Its develop~ 
mental history is, therefore, worth re­
counting in order to illustrate the 
influence of conference and area meeting 
participants on the final plan. 

CONFERENCE I - The first recorded re­
commendations which were made regarding 
a centralized state agency for delin­
quency prevention and control in Kansas 
were made at our first state-wide con­
ference. There were more than a dozen 
specific mentions of a "youth authority" 
type of agency, arising from workshops, 
whose primary focus of interest was 
some other subject. These recommenda­
tions were generally unspecific in re­
gard to the nature of the centralized 
state authori ty. In most cases, they 
represented a change in the focus of 
interest from a specific problem to 
what it would take to carry out the re­
comnenda ti ons wh·ich they had made. 
There was a general concern that IIgood 
ideas ll might not be carried out unless 
there was a dependable organizational 
structure which could insure this. 

FALL, 1970 - In response to these un­
specific recommendations which had de­
ve loped from the fi rs t conference, an 
Organizational Proposals Workbook 
was developed for consideration by per­
sons attending a schedule of meetings 
throughout the fall of 1970. Thi s 
workbook presented and illustrated 
seven "archetypal modelS" of a centra­
l i zed youth authori ty for Kansas. The 
proposals covered a range between a 
state agency. performing an absolute 
minimum of services to a state ,agency 
performi ng a maXimum array of servi ces. 

The modeiS were explained and discussed 
and illustrated by large charts in a 
s~ries of 12 meetings. Tow~rd the end 
of the schedule of meetings, it was ob~ 
~erved that those in areas of dispersed 
population seemed to favor the relatively 
strong state agency, while those in urban 
areas seemed to prefer the relatively 
weak state agency. This split in pre­
ference was interpreted on the basis of 
urban counties having most of the re­
sources presently necessary (but not in 
sufficient quantity) for a comprehensive 
system, while rural areas typically lacked 
most of the services being mentioned -
and felt that outside influence was neces­
sary to have them'established. 

CONFERENCE II - The second state-wide con­
ference, held in December of 1970, pro­
vided a further examination of these 
archetypal models through both workshop 
and general session review. The results 
of consideration of these organizational 
concerns are reproduced in the second 
widely distributed project publication, 
Basic Organizational 'Decisions. The 
recommendati ons sped fy a central state 
agency which is largely a leadership 
and coordination authority, but which also 
provides some direct and some indirect 
services. However, the vast majority of 
activity within the system occurs in 
local communities guided by Area Boards 
comprised of persons representing coun­
ties and some essential categorical in­
terests. The Area Boards provide direct 
supervision of activities taking place 
within their (single or multi-county) area 
of jurisdiction. This relatively unique 
governance structure was only in skeletal 
form at this point. 

WINTER, 1971 - The Basi~ Organizational 
Decisions booklet was carried out to a 
seri es of meeti ngs ina 11 parts of the 
state, following the second conference. 
These meetings were devoted to an explana­
ti on ·of what had been recomnended, and 
the practical ramifications of these re­
commendati ons . It was found that a. num­
ber of persoriswho had not attended the 
conference believed that a huge', mono­
lithic, state agency had been recolT111ended -
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CHART 10: A CQt·1PARATIVE SUMMARY OF THE ADVANTAGES 
AND DISADVANTAGES OF YOUTH AUTHORITY TYPE AGENCIES 

ADVANTAGES 

COMPREHENSIVE UNDERSTANDING 

Allows construction of an informed view 
of what is happening within the state -
not otherwise possible. 

BROAD CONTEXT MANAGEMENT 

Allows exercise of management influ­
ence over operations in sufficiently 
broad context to be a meaningful con­
tribution to majority of communities. 

~SRVICE DELIVERY EFFICIENCY 

Efficiency resulting from standard­
ization, specialization, and prd~ 
fessionalization which rarely de­
velops on a community basis. 

CENTRALIZED RESOURCE ACQUISITION 

Acquisition of personnel and jinan­
cial resources is greatly fa~ilitated 
when operating from an informed point 
of view and with universally applied 
standards .. 

which was clearly not the case. The idea 
that a system of services governed by 
citizen boards seem~d to be widely accep­
table, even in the areas of dispersed pop­
Ulation which had previously expressed 
a preference for a relatively strong 
state agency. 

CONFERENCE III - The general agreement 
which seemed to be apparent as a result 

DISADVANTAGES 

POSSIBLE EROSION OF LOCAL INTEREST 

The stronger the centralized author­
ity, the greater the likelihood that 
local assumption of responsibility 
will decline - a very significant 
loss. 

JURISDICTIONAL TRANSFERS 

Where the centralized authority in .. 
troduces another jurisdiction into 
the handling of a case, or does not 
reduce jurisdictions, it is a nega~ 
tive or neutral influence. 

PUBLIC EMPLOYMENT DISADVANTAGES 

The security provided by public em­
ployment may be offset by poor pay, 
abruptly changed working conditions, 
and general problems of bureaucra­
tization. 

CENTRALIZED FUNDING HAZARDS 

Where funding is centralized, there 
is always the possi bil hy of abrupt 
changes with unconsidered effects. 
A multiplicity of sources' insures 
stabi 1 i ty. 

of the area meetings in the winter of 
1971, made it possible to devote a rath­
er small amount of the total effort in 
the third conference to this general sub­
ject area. Areas of disagreement and 
contr,oversy sti 11 exi 5 ted, but the 
basic structure Which had been developed 
at the second conference seemed to sur­
vive the controversy and further di scus-' 
sion. Some further refinement of gover-
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CHART 11: DEVELOPMENTAL HISTORY OF THE KJSA CONCEPT 

PREPARED MATERIAL 

Through Conference I 

No prepared material 

During Fall of 1970 

IiOrganizatiolia1 Proposals 
Workbook ll 

At Conference II 

KJSA Governance 
KJSA Reci pi ents 
KJSA Responsibilities 
KJSA Staff Units 
Local ~esponsibilities 
KJSA Pl anni ng 

During Winter, 1971 

IIBasic Organizational 
Decisions ll 

PUB NATURE AND EXTENT DEVELOPMENTS # OF REVIEW 

19 

No specific considera­
tion of the concept. 

, . 
15 area meet, ngs 
(attendance: 276) 

20 6 workshops at ~on!er-
21 ence explore ana dlS-
23 cuss developing issues 
26 and concerns more 
22 fully 

'f .' 

Several recommenda­
tions emerged from 
Conf. I 

Rural groups favor 
strong/state agency, 
urbans' favor local 

27 recommendations 
formulated and re-

liB ' flected in aS1C ... 
Decisions ll book, 
covering many con­
siderations 

12 area meetings held General confirmation 

28 

) 1 of Conf. II decisions (attendance: 250 ,p us and recommendations 25 single county meets 

5. t~t Conference III 
4 workshops to confirm 

34 or 'review previously 
The KJSA , 36 developed ma teri a 1 Est. Community Servlces 

6. 

Revised, refined and 
improved concepts -
1 argely conf~r~ed 
previous PO~ltlons 

l ____ £0~bt~a~i~n~i~nIg~R~e~S~0~u-rc-e-s ______ _+-2~~78t_-------------------r------------~~-~ ~ Future Planning 

Summer 1971 & Conf. IV Drafts of 5 chapters Further elaboration 
' , 1 of material based,on IV-2 The KJSA 

IV-3 KJSA Staff 
IV-4 Financial Resources 
IV-5 Estab. New Services 
IV-6 Evaluation 

41 
proposed for fina re- comments. from advl-
port composed and \~e- sors and others viewed in 18 area 
meets (attend: 197) 

-7. Winter, 1972 & Conf. V 

VolumedVFinal Draft 
3 committee meets and 

48 4 area. -meets 
Final review and re­
finement 
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nance concepts came out of this confer­
'ence, but it was possible to devote 
attention to some previously unexplored 
subject areas, such as how new services 
might be established, and how a state­
wide system CQuld be financed. 

SUMMER, 1971 - As the project staff 
again began to meet with persons in 
the various areas of the state in the 
summer and fa 11 of 1971, there was very 
little apparent interest in revision 
of the basic organizational structure 
previously developed. Very little pro­
gression of thought or further develop­
ment of concepts occurred after this 
point in time. However, as more detail 
and refinement were developed to IIfill 

out" the skeletal framework, new ques­
tions and counter-proposals emerged. -
Draft sections of this chapter Were the 
subject of lively discusSions anc! quite 
a few detail changes. The draft sec­
tions Were discussed in several area 
meetings, and at workshops at Confer~nce IV. 

After Conference IV, a committee was 
formed to help provide a multi-discipli­
nary revie,w and refinement of the final 
text. Final inputs were made in Con­
ference V (May, 1972). 

Chart 11 on the preceding page summarizes 
the developmental history of the KJSA 
concept. 

SECTION 2: THE KJSA AS AN ORGANIZATION SYSTEM 
The Kansas Juvenile Services Agency is 
conceived as an lIorganizational system ll 

rather than a large, monolithic, bureau­
cratic.structure. Though it must have 
a large measure of both authority and 
responsibility, it is designed to be 
a way of organizing many existing author­
ities and interests so that their re­
sources may be brought to bear on a par­
ticular social problem-delinquency. This 
goal does not necessarily imply an agen­
cy with a huge staff and homogenous 
military-type organization. It can just 
as easily imply a small agency carrying 
out its functions through statutorily 
defined relation§hips with essential 
public agencies and through contracts 
with other public and private agencies. 
The most basic considerations' regarding 
this concept are as follows: . 

* Clearly stated identification Df the 
problems to which the system is ad-
dressed. ' 

* Clear definition of what will be ac­
ceptedas a SUfficient ameliorization 
of the original problems. 

* A determination of the kinds of ser­
Vices (including the judicial deci­
sions) needed to produce the ameliori­
zation"of~~~iginating'need 

* A conceptual model of how services may 
be sequentially arranged in order to 
produce the most efficient use of avail­
able resources. 

* Description of the probable product of 
the system When operating at full capa­City. 

* The amount and nature of authority 
needed to organize resources to,accom­
plish these defined objectives.' 

Every community has a multiplicity of 
possible human services systems. There 
are at least two dozen areas of CDncern 
and establ ished preced.ent Which are' at 
least equal in importance to that which 
is included jn a juveni1e justice system. 
If the services and opportunities for 
service in a community are arranged in 
conceptual systems, there are a number 
of areas of unique inter~st and respon­
Sib'ility. There are also broad areas 
of common interest and concern. No 
community is known to have organized all 
of its human services activities into 
true systems, but IT/any communities have 
organized some of thei.r services into 
SUch systems. .., 

Generally, existing human services are 
rudimentary in concept, regardless of 
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their size. That is to say that even 
those services involving millions of 
doll ars of expendi ture and 1 i tera 11y 
,thousands of employees and recipients 
may not be based on anything more than 
rudimentary concepts. Vacuums and in­
consistencies are common in almost all 
human services system. ~, 

Exi sti ng human servi ces systems are 
generally severely limited - compartmen­
talized - in both concept and practice. 
This is not necessarily a negative point, 
except that such compartmentalization 
has not resulted from a conscious and 
deliberate division of labor within a 
comprehensive overall plan. Generally, 
agencies and institutions participating 
in human services systems do not have 
sufficient resources and authority to 
reach objectives for which they are 
apparently responsible. Specialization 
and division of labor are~ of course, 
desirabie goals when this limitation 
in responsibility has been developed as 
part of an overall community design. 
There are no known examples of an overall 
community design for human servic~s sys­
tems. 

DELINQUENCY PREVENTION 
AND CONTROL SYSTEMS 

Delinquency prevention and control systems 
originate in perceptions of unacceptable 
social behavior by juveniles. As such, 
they are unique and have a rather clearly 
defined focus of interest. It is recog­
nized that unacceptable social behavior 
standards may vary from one community 
to another, ana from one time period to 
another. There are certain broad areas 
of cOJTlJ1ona 1; ty in perceptions of unac­
ceptable behavior even though the de~ 
tails and speCifications will change 
with changes in location and time. 

Delinquency prevention and control sys­
tems generally ,operate with a poor pub-
1icunderstanding of the problem of de­
viant behavior. 'This poor understanding 
of tlle prohl em is generally accompanied 
by.'llack of· acti ve support of reasonable 
goals and specific methods used in re­
mediating unacceptable behavior. For 

example, almost everyone immediately 
recognizes the need for medical treat­
ment when a child's arm is broken. A 
similar broad agreement is not generally 
apparent when a child is exhibiting 
symptoms of severe and acute emotional 
upheaval. 

Delinquency prevention and control sys­
tems typically have seriously fragmented 
authorities •. This is easily and clearly 
illustrated by the fact that in Kansas 
no less than 900 public and private 
agencies are presently involved in some 
part of this field of interest with 
none of these agencies having this as 
their sole concern, and with none of 
them having significant control over 
the activities of other agencies. 

i! 
It should also be very clearly recognized 11 
that delinquency prevention and control II 
systems are only aimed at changing the II 
percentages in regard to unacceptable 11 

social behavior. There is no realistic q 
possibility of completely eliminating ;1 
the problem of illegal behavior. On (j 
the other hand, very s i gnifi cant im- : i 
provements in the number of offenses 'I 
and, especi ally, t~e percentage of re- ,1,,1 

cidivists are posslb1e. 

THE KANSAS JUVENILE SERVICES AGENCY 

AUTHORITY - When conSidering the KJSA 
as a system, the first consideration is 
the degree and nature of authority 
which the agency should have in order to 
fulfill the system concept. The first 
pri nci pl e is that the agency shoul;d be 
given no more than the minimum amount of 
authority needed to accomplish the es­
tablished purposes that have been re­
flected in the comprehensive plan. The 
nature of the authority should be direct­
ly related to the conceptual model of 
what can be done about delinquency with­
in the state .. 
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The authority given to the KJSA must be 
reflected instate law. This pequires 
that the authorization for the agency I 
must be submitted to the legislatiVe i 
process after which time such authority I 
as is written into the law. will be avail- I 
able to the agency. I 
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Ov~r any extended period of time, the 
. eVl dence ~ha t the sys tem works better 

than prevloUS arrangements will be the 
source of the most practical authority 
for the KJSA. If the system works 
better. than p~evious arrangements, the 
KJSA wlll be lnvested with a great deal 
of.very.yaluable informal authority 
w~~ch wlll certainly work to the bene­
flt of the system and those whom it 
serves. 

~t should be made clear that the author­
lty of the KJSA does not depend on having 
a large number of employees, or even a 
lar$e bydget. The authority of pro­
duclng a better result than previous 
arrangements were able to do is a much 
more secu~e basis for the authority of 
the agencles than are large numbers of 
employees or huge budgets. 

RESPONSIBIL~TY - The responsibility of 
~he agency lS to be stated in terms of 
lts performance in achieving desired 
purposes, summarized as promoting the 
welfare of juveniles and the protection 
of the legitimat~ interests of SOCiety. 
The degree to WhlCh there is clear evi­
~ence that this has been accomplished 
lS the degree to which_the agency has 
fulfilled its responsibility. 

In order to do t,his,. :it will obviously 
be necessary to be responsive to dif­
:erences be~een communities and chang­
~ng expresslons of deViance over per­
lods of years. It is not Possible for 
t~e. agen~y to carry out its responsi­
blllty wlthout this kind of responsive­
ness. 

The age~cy also must be responsible for 
reflectlng the best current thfnking 

re$ard1ng treatment. In many cases, 
thlS.Wl11 m~an launching experimental 
and lnno~atlve approaches Which have 
been de~lgned by persons within the 
sYStemln Kansas, or which have been 
adapted from models developed elseWhere. 

ROLES: As previously mentioned in the . 
precedlng section of this chapter ther~' 
are th~ee principal roles in which the 
authonty and ~esponsibility deSigned 
fo~ the KJS~ wl~l be carried out: leader­
ShlP, coordlnatlon, and provision of 
selective services. 

~ASIC STRUCTURES - The agency as described 
ln subsequent material is comprised of 
a state board, fourteen area boards and 
staff members supporting these fift~en 
board~ and the staff operating the selec­
ted dlrect services such as reSidential 
treatment. 

C~MMENTARY - Greater speci fi ci ty wi 11 be 
glVen.to several concerns ariSing from 
p~actlcal consideration of these prin­
clples. The size of the agency leader­
Shlp structures, the influence of the 
agency leaderShip structures at the 
state ~nd local levels, the conce~nS 
r~gardlng the relationships of the agen­
cy to the executive and legis1ative 
branc~es 0: state government~ and the 
relatlonshlpsrequired to preserve local 
c?n~rol ?f~he vast majority of acti­
Vlt~es wlthln the system are all de­
scrlbed subsequently in this chapter 
The staff of the agency, the financi~g 
of the entire system, the problems~ex­
pected t~ be encountered in establishing 
new servlc~s, and the special problem 
of evaluatlng such activities as do oc­
cur are th~subjects of subsequent chap­
ters of thlS volume. 

SECTION 3: THE STATE BOARD 
RESPONSIBI~~TIES - The state board has 
bee~ estab~lshed as the centralized 
pollcy-maklng a~thorit~ for the system 
as.a Whole. ThlS sectl0n provides de­
tal1s.a~0~t.the implications of the re­
sponslbllltles that have been specific-

a~l~ ~e~omme~ded or jmplied. The respon­
slbl~ltles wl1l be discussed under the 
~~adlnQs of: leadership, system design, 
f~n~nclng, area board supervision, and super-
Vl Sl on of "state unit" staff. . 
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LEADERSHIP - The leadership function, as 
previously descrioed, requires the con­
structiorl of an informed view about what 
-i,s actually happening within the state 
in regard to delinquency prevention 
and control. The construction of this 
view is expected to require. considerable 
investment of time, specific evaluation 
techniques, andi s not expected to be 
soundly based for a period of two or 
three years from the date of its incep­
tion. This does not mean that certain 
matters are not obvious' and do not re­
quire considerable research or investi­
gation. It doesimply that the full un­
derstanding that is necessary for the 
exercise of responsible leadership will 
demand information of a quantity and 
quality not now available at any point 
within the state. In addition, there 
is a considerable need for intra-system 
communication, and the launching of a 
considerable public information program 
to develop the type of understanding 
necessary to rna i ntai n and improve the 
system. 

SYSTEM DESIGN - The state board is re­
sponsible fordeve10ping the conceptual 
system design (given the formal title 
of "Comprehensive Delinquency Prevention 
and Control Pl anll) and the general plan 
for implementation of this design. It 
is in the meetirlgs of the state board 
and the lien banc" meetings of the state 
and area boards on a semi-annual basis, 
that the details regardiDgthe system 
are determined. The state board is prin­
cipallyconcerned'witD the system design, 
while the area boardi are principally con­
cerned with adaptation of the system to 
the particular communities within their 
jurisdiction. The state board is respon­
sible for evaluating the general and pro­
grammatic elements within the system. 
Same ,evaluation activity is carr:ied on 
by individual providers of service, agen­
cies which have contracted to ,provide 
services or are required by law to ~o 
this, and the area boards, However,:' the 
evaluation of how the system as a whole 

, works is the responsi bil i ty of the state 
board. As a result of the evaluations 
conducted, specific proposals for updating 

and modifying the system design are in­
bumbent upon the state board. 

II 
II q 
il 
II 

FINANCING - The state board is respon- 1\ 
sible for acquiring or otherwise insuring jl 
the existence of financial resources 'I 
needed by the system as a whole. This :.:,1 

will undoubtedly require action at b~\t(h ! 
the state and local levels. It is ass'ured II 
that financing acquired at the local level ;j 
should be the primary financing plan for If 

the system, with state appropriations 
providing a minor supplementation to 
basic activities and the principal fund- ! 

ing for residential treatment and indirect jl 

services. The state board will be respon­
sible for preparing the annual legislative ! 
authorization requests. The state board 
will also be responsible for preparing 
requests for federal funding and for fi­
nancing of activities from any other out­
of-state source. 

AREA BOARD SUPERVISION - As will be given 
considerable expressipn in the next sec­
tion, the area boards have the bulk of 
practical responsibilities ~ithin this 
system. However, the state'board is 
responsible for providing some super­
vision of the activities of the area 
boards. The plan which has been develop- i 

ed up to this time delegates a considerable! 
amount of responsibility to area boards i 
which have a more practical focus to i 
their responsibilities. The state board 
will be responsible for developing gener-
al directions for area boards in general, 
and each area board in particular. These 
general di~:2ctions will be in terms of 
specified fesults to be achieved, rather 
than in terms of detailed instructions 
about how to accomplish the results. The 
s ta te boa rd will moni tor the procedura 1 
considerations regarding the operation 
of the area board to insure that basic 
standards are met, and reserves the right 
to assume authority or responsibility in 
the case of malfeasance of an area board 
or its inability.to accomplish its neces­
s~ry work. 

SUPERVISION OF STATE UNIT STAFF - The 
state board is directly responsible fgf 
the supervision of some personne1, de~ig-

The Kansas Juvenile Services Agency 
51 

nate~ ~s the II state unit ll staff. The su-
.p~rvlslon of the direct and indirect ser­
v1~es,provided by KJSA employees will 
pr1nC1pally be channeled through the 
stat~ board's responsibility to employ 
or d1scharge as well as to supervise 
th~ activities of the KJSA director. 
Th1S staff,position will be responsible 
for execut1ng the poliCies of the state 
board. 

The manner in Which the policies are 
execu~ed becomes the criteria for the 
exerC1se of super~ision OVer the staff. 
The state,board w111 also consider in 
some deta11 the staffing reqUirements 
necessar~ t? fulfill the responsibilities 
of b?th 1ndlrect services and direct 
~ervlces of residential treatment. It 
1S assumed that the state board will 
have a relationship with several other 
of the key staff members in the agency, 
even,though the KJSA director shOUld 
be glVen full authority to hire adjust 
or fire other direct employees ~f the ' 
agency. 

Chart 12 on the next page summarizes the 
resp?nsibilities of the State Board ac­
cordlng to the immediately preceding 
text. 

BASIC INTER-SYSTEM RELATIONSHIPS 

DEPENDENCIES - The state board will have 
a d~pend~ncy r~lationship to both the 
leg1s1atlVe and executive branches of 
state government. In the former case 
the agency will be dependent upon law~ 
enacted to authorize various interests 
and responsibilities of the agency and 
on the annual appropriations for the 
agency. The KJSA wi 11 a 1 so be dependent 
upon the executive branch of government 
throug~ the fact that the governor is ' 
the ch1ef executive officer of the state. 
Thou~h the KJSA dea Is wi th the major . 
p?rt10~ o~ the unlawful activity occur­
r~ng w1~h1n the state it is not of suffi­
C1ent SlZe or importance to justify a 
completely separate identity within state 
government., Therefore, the agency must 
be pl~ced,wlth other agencies in a larger 
orgamzat10nal unit within state goyern-

ment. There has been relatively consis­
tent agreement that the agency shoul d 
not be connected directly to the adult 
penal system"lar~e1y due to the belief 
that where th1S sltuation exists in other 
states, the juvenile department generally 
suffers lack of independence, visibility 
and support. Since it is probably neces­
sar~ ~or th~ KJSA to be placed under the 
adm1n1strat1ve control of a larger depart­
m~nt, a furthe~ dependency relationship 
wlll very, 11 kelybe inevitable. The 
natu~e of th1~ relationship cannot be 
pred1c~ed unt1l some specific proposals 
regard1ng the placement of the agency 
are under specific discussion. 

AR~A ~OARD RELATIONSHIPS - The basic 
pr1nc1p1e regarding this relationship is 
that the state board shOUld be conSidered 
~ peer of the area boards with equally 
l~p?r~ant but different areas of respon­
slb11~ty. However, the reservation for 
aSsum1ng a superior position should be 
made so that when area boards are unable 
to carry out their assigned function 
the system.wi1l not be short-circuit~d. 
The,pred?m1nance of area board represen­
tat1ves 1n the composition of the state 
board seem to give adequate assurance 
th~t there will be no capricious dictator­
Sh1P on the part of the state board. 

MINIMUM WORK SCHEDULE 

gUARTERLY - It is proposed that the basic 
meet1ngs of the state board occur at 
three-month intervals. In the interim 
between the qu~rterly meetings, committees 
and other spec1al groups would be free 
t? meet, and .deve lop rna teri a 1 for con­
s~derat10n at the quarterly meeting. It 
w1ll also be suggested at the outset 
that the duration of quarterly meetings 
be scheduled for a period of at least 
two days. The absolute minimum concerns 
for these quarterly meetings are: 

1. Review the i~formation system print­
outs concerm ng every aspect of-,the 
opera ti on of the sys tem. Regar\d ess 
of whether the information system is 
developed to produce data on a daily 
weekly, or monthly baSis, a quarterly 

, 
J ',...; 



r­
! 
I 

r 
I 
l 

I 
\ 
J 
1 
\ 
\ 
! 
J 

i 

52 ORGANIZATION 

CHART 12: SUMMARY OF STATE BOARD RESPONSIBILITIES 

(A DETAILED LISTING OF FIVE MAJOR AND 20 SPECIFIC RESPONSIBILITIES) 

A.. LEADERSHIP 

1. Construction of an informed view 
2. Intra-system communication 
3. Public understanding 

B. SYSTEM DESIGN AND IMPLEMENTATION 

1. Development of the comprehensive plan 
2. Evaluation of specific elements 
3. Updating and modification 

C. FINANCING THE SYSTEM 

1. Acquiring or insuring the existence of financial resources needed 
by the system as a whole 

2. Annual legislative authorizations 
3. Locally raised financial resources 
4. Out of state resources 

D. AREA BOARD SUPERVISION 

1. Delegation of considerable responsibil~tY to t~e ~~ea boards 
2. General directions to area boards base d~n eva ua ~ons 
3. Allocations of time and personnel accor 1ng to nee 
4. Corrective measures as needed 
5. Monitoring pr.ocedura1 matters 
6. Reservation of authority to assume authority or responsibility in 

the case of malfeasance 

E. SUPERVISION OF "STATE UNIT" STAFF 

1. Determine requirements and responsibilities 
2. Selection of KJSA Director 
3. Supervi si on of KJ~A Di ~ecto~ 
4. Less direct re1at10nsh1ps w1th other key staff members 

summarization of this information must 
be made available, and should be re­
viewed in its entirety by the state 
boar1d. 

2. The state: board must also reviehw, in 
detail, reports from each.of t e 
area boards regarding the1r evalua-

tion of successes and problem areas 
that have occurred during the,past 
three months. These reports are to 
be prepared by the area boards and 
submitted to the state board at least 
two week-sprior to their quarterly 
meeting. 
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3. The state board should also review re­
quests for new activities that have 
not previously been a part of the 
operational responsibility or have 
not been included in the comprehensive 
state plan. This would include inno­
vative and unusual programs, as well 
as the inauguration of a program not 
previously operated in a specific area. 

4. On the basis of the reviews and judge­
ments which have been made on the pre­
vious three items, the state board 
will advise and instruct area boards 
regarding desirable changes or neces­
sary improvements. 

SEMI-ANNUALLY - The regular work schedule 
should include two kinds of activities 
conducted at least semi-annually. When 
there is need, these two matters m'ight 
receive more frequent attention. The 
first of these is the review of evalua­
tion reports of various kinds of activi­
ties that have been studied by committees 
appointed for that purpose. More infor­
mation on the kind of reviews that should 
be made will be found in Chapter 6 of this 
volume. Here, it will simply be noted 
that all aspects of the entire system are 
subject for an indepthevaluatio~du~ing 
a peri od of not more than three 'yea rs. 
These evaluations wilJ be proceeding con­
currently and will be presented to the 
state board on a regular schedule to 
avoid the problem of having hundreds of 
pages of evaluation material to review 
at one meeting and nothing to consider 
at the next meeting. 

The other ~spect of the semi-an~~al in­
terva 1 wOl~k schedul e is a revi ew of 
contractors directly responsible to the 
KJSA. This might include only a few 
agencies or individuals, or it may in­
clude several when the KJSA is providing 
direct services in an area in response 
to a request by the area board. Some of 
these contr~ctors will undoubtedly be 
operating in the field of training, 
while others may be providing evaluation 
or research reports, cons ul ta ti on to r~7 
sidential treatment institutions~ etc. ~ 

THE liEN BANC" MEETINGS - Semi-anhually, 
a meeting of all 15 governance bodies 
within the KJSA is scheduled. The 
state board convenes this meeting, 
the purpose of which is to provide ah 
opportunity for all persohs with govern­
ance responsibilities to meet together 
to consider their common concerns. 
These lien banc" meetihgs provide for the 
broadest possible circle of consultation 
regarding the juvenile justice system 
in the state. 

The primary and permanent agenda for 
each of these meetihgs is to review 
the adequacy of the comprehensive delih­
quency prevention and control plan for 
the state, to modify it according to 
the wishes of those present, and to con­
sider the emergence of new opportunities 
or problems being experienced in the 
state. This plan is originally enacted 
and subsequently modified as appropriate, 
by this flen banc" meeting. It should 
be emphasized that the comprehensive 
plan is the product of the combined wis­
dom of all persons seated on the 15 KJSA 
governance units. The state board 
may provide leadership in the original 
construction of the comprehensive plan, 
and in the subsequent modifications of 
it, but the flen banc fl meeting - at which 
the state board is a clear minority -
is the structure within which binding 
decisions are made. 

The fa.l1 meeting each year is also to 
be concerned with the construction of 
the annual presentation to be made to 
the governor and to the legislature. This 
presentation will concern itself both 
wi th the 1 ega 1 structuri ng of the agency 
and the juvenile· justice system in statute 
and with the financial authorizations for 
operation in the next fiscal year. 

The spring meeting each year will be con­
cerned with developing a response to such 
actions as have been taken by the state 
legislature prior to this meeting. Ob~ 
viously, this meeting should be scheduled 
after the legislature has accomplished 
its work and adjourned. It is expected 
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that it will be rare to find the 
legislative action conforming exactly 
to the request that was made the pre­
Nious fall. Consequently, modifications 
are necessary, and should be carried 
out in this lien banc" meeting. 

The lien bancu meetings might also be 
considered as a third kind of governance 
structure. This would imply the neces­
sity for electing officers, and appoint­
ing committees who would be charged with 
the responsibility of considering matters 
arising from the responsibilities in 
the overall governance plan of these lien 
banc" meetings. 

Chart 13 summarizes the minimum work 
schedule for the state board as it has 
been presented above. 

COMPOSITION AND INTERNAL ORGANIZATION 

COMPOSITION - The composition of the 
state board includes only two classes 
of membership; representatives chosen 
by area boards and other members appoint­
ed by the governor. 

Area Board representatives are the most 
predorjnant feature of the composi ti on 
of the State Board, having a total of 19 
of the 25 members. Two principles are 
used in forming this group; one applying 
to the 10 multi-county areas and the 
other apply; ng to the urban si ngl e c,?unty 
areas. In the former case, each area 
has a single representative for each 
200,000 persons and fract10n thereof. As 
currently arranged, only one area (8) 
has more than 200,000 population, so 
9 areas have one representative and 
one has two, for a total of 11 posi ti ons 
on the State Board. In the case of the 
urban single-county areas, each is allot­
ted 2 representatives, for a total of 
8 representatives on the board. 

A total of 19 seats on the state board 
are established by this process. The 
representative of the area is a person 
selected by the area board from its 
membershi p to serve a ~three-year term 
of office. When ari area board member 

is elected to serve on the state board, 
the responsibilities to the area board 
should cease and a new person elected 
to fill this member's previous responsi­
bility. 

Governor's appointments constitute the 
other classification of membership on 
the state board, for which six sp.ats C!:4te 
reserved. One of the principles pre­
viously adopted is that the total number 
of the board shall always be an odd num­
ber. If the area board representatives 
add up to an even number, then the gov­
ernor's appointees should be an add num­
ber. It seems unlikely that any adjust­
ments would be needed after the board 
has been originally constituted, but 
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since the number of areas and the geograph- i j 

it definition of the areas can be changed, II 
this principle should be kept in mind. 
It is expected that the governor would 
ordinarily appoint persons whose present 
responsibilities would be of benefit to 
the work undertaken by the KJSA board. 
The attorney general, the director of 
the KBI, and others have been specific-
ally mentioned, however, no requirement 
for inclusion of these people has been 
recommended - feeling that the governor 
should be free to make his own choices. 

Chart 14 illustrates the composition of 
the State Board as described here, with 
notations regarding the population of the 
various areas, and a staggering system 
for the three-year terms of office. 

INTERNAL ORGANIZATION - Two types of in­
ternal organizati6::\are specified for the 
state board: officerships and committees. 

Two officerships are'specified: president 
and secretary, each to be elected by the 
membership of the board for a one year 
term. (Four other elective positions are 
included under the committee structuring 
description.) The president's duties 
would generally fit traditional concepts 
of a board chairman. The president would 
be relieved of the duty of representing 
th~ interest which caused his original 
eTectioh or appointment to the Board. The 
,previously occupied seat would be declared 
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CHART 13: ILLUSTRATION OF STATE BOARD MINIMUM WORK SCHEDULE 

FIRST qUARTER MEETING (MAR) 

1. RRev~ew inf?rmation system printouts for previous complete quarter 
2. eVlew actlons of Area Boards 
3. Rev~ew direct and indirect services provided by state unit staff 
4. Rev!ew 1/4 of evaluation reports scheduled for the year 
5. Revlew req~ests for authorization of new activities 
6. Develop adJustments plan for staff and Area Boards 

FIRST liEN BANC" MEETING (APR) 

1. Sta~e Board hosts this meeting 
2. Revlew adequacy of the comprehensive state plan 
3. Adapt comprehensive plan to recent legislative action 

SECOND QUARTER MEETING (JUN) 

21. RRev~ew inf?rmation system printouts for previous complete quarter 
.eVlew actl~ns of Area Boards 

~. ~Rev~ew direct and ind~rect services provided by state unit staff 
. Rev!ew 1/4 of evaluatlon reports scheduled for the year 

5. Revlew req~ests for authorization of new activities 
6. Develop adJustments plan for staff and Area Boards 

THIRD QUARTER MEETING (SEP) 

1. RRev~ew inf~rmation system printouts for previous complete quaY'ter 
2. eVlew actlons of Area Boards 
3. Rev~ew direct and indirect services provided by state unit staff 
4. Rev~ew 1/4 of evaluation reports scheduled for the year 
5. Revlew req~e~ts for authorization of new activities 
6. Develop adJustments plan for staff and Area Boards 

SECOND "ENBANC" MEETING (OCT) 

1. 
2. 
3. 

Sta~e Board hosts this meeting 
Revlew ad~quacy of the com~rehe~sive state plan 
Constructlon of annual leglslatlve presentation 

FOURTH QUARTER MEETING (DEC) 

1. 
2. 
3. 
4. 
5. 
6. 

Rev~ew inf?rmation system printouts for previous complete quarter 
Revlew actlons of Area Boards 
Rev~ew direct and ind!rect services provided by state unit staff 
Rev~ew 1/4 of evaluatlon reports scheduled for the year 
Revlew req~ests for authorization of new activities 
Develop adJustments plan for staff and Area Boards 
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CHART 14: Cm~POSITION OF THE KJSA STATE BOARD 

GOV'S 
APPOINT-

,'MENT 

AREA 5 
45.3 

AREA 9 

B 

GOV'S 
APPOINT­

MENT 
A 

GOV'S 
A'PPOINT -

MENT 

AREA 4 
93.5 

A 

AREA 8 

217.9 
C 

h d A = first term expires in one year; Note: Area population indicated in t ousan s. 
B = first term expires in 2 yea'rs; C = first term expires in 3 years. 

vacant and a new person elected or ap­
poi nted todevote' full ~nergi es to the 
representation of .that lnterest. The 
pres fdent WoH 1 d then be free to devote 
his or her undivided attention to the. 
duties of the.~residency. 0Jn the event. 
of death, 're~i gnati on or other reas~n 
preventi ng the pres ideryt . f~o~ carrYl ng 
out his or her responslbl.lltl~S:, the 
board would select anew'presldent by 

) 

a majodty vote of its membership. The 
president's term of office ~ill b~ one 
year, with two terms of offlce al,iowed 
and automat;~ally followed ~y two y~ars 
of membership on the execut~v~ commlttee. 
No vtce-pres i dents are specl fl ed for the 
state board. 

The secretary of the board is the only 
. ,other officership within the board. The 
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duties of this position are: official 
communication within the board, with the 
are~ boards, with the executive and legis­
lative, branches of state government, 
and others. 

No position of treasurer is specified,., 
since the board itself is not an agent 
for the disbursement of funds. 

The other aspect of the board's 'internal 
organizatioh is the creation of five 
standing committees, each of which is 
to be chaired by a board member elected 
by the board for that purpose. An eXe­
cutive committee and committees for: 
prevention programs, crisis programs, 
rehabilitation programs, and supporting 
services are specified. Each of these 
commi ttees is to concern i tse 1 f wi th 
clearly defined fields of interest, the 
tota li ty of which approximates the con­
tinuing and inevitable responsibilities 
of the KJSA as a whole. That means 
tha t all predi ctab 1 e concerns of the KJSA 
are part of the responsibilitie~ of one 
of these,committees. Temporary)~study; 
invest; gative and other types'ofl com­
mittees may also be considered useful 
to the conduct of business, but will 
not be specified in this general de­
~cription. The chairman of each stand­
ing committee (except executive committee) 
will be elected by the board membership 
for a two year term, renewable only once. 
The preside~t will automatically serve as 
the chairman of the executive committee. 

The minimum composition of the four com­
mi ttees will include: a governor 's ap­
pointee, a multi-county area representa­
tive, an urban area representative, and 
the chai y,'rran (whose classification of 
membership is not considered). No more 
than two persons of each classification 
will be permitted on a standing committee. 
Executive commi tteecomposi ti on wi 1 r': be: 
president, secretary, four committee 
chairmen, and one elected representative 
of each membership classification. 

COMMENTARY ON COMPOSITION - Several com­
ments ab'out the compos i ti on and i nterna 1 
organization of the board are appropriate . 

The fi rst, and probab ly most "impt;1'Y'tant, 
of these is that some standa,rdf,\::t"bas;c 
qualification for membership on the state 
board should ~robably be established. 
It would be. very difficult to establish 
this at the initial operation of the 
state board, but it would (certainly be 
possible to work toward this in subse­
quent years. As everyone involved in 
community affairs is acutely aware, 
there are a large percentage of board 
members of various organizations who 
enter servi ce on a board wi th ver'Y 1 i ttl e 
qualification and make very little effort 
to improve their ability to make sound 
decisions. With the overall governance 
plan specified here, some assumptions 
will have to be made about familiarity 
with the juvenile justice system. These 
assumptions might be based on the re­
quirement that a new board member take 
a training program of specified content 
and also be required to visit some of 
the operations and activities under the 
responsibility of the board. 

It will therefore be suggested that a 
pre-training prog~am in all relevant 
basic subjects be required of every new 
member, regardless of what interest the 
member is to represent. If this pre­
training program is made available on an 
individual basis from the training de­
partment of th~~KJSA, this should not be 
any particular handicap or .inconvenience. 
A corollary to this is thafperiodic 
training~events shOUld be scheduled for 
the board 'as a whole, and attendance re­
quired. The requirement of completing 
the standard basic training program before 
being allowed to be officially seated on 
the board with voting rights would not 
solve all of the common problems afflict­
ing citizen boards, but would eliminate 
many of the unn~c,essary problems. 

Attendance and participation standards 
should also be established for the board. 
These standards should be developed at 
the. outset and di s tri but~d to each of 
the area boards and the governor. Poor 
attendance and participation are problems 
founcf in many cHi zen boards, and they 
are.probl~ms which undercut the general 
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effectiveness of the board as originally 
conceived: It will be suggested that 
a minimum attendance standard. for state 
board members Would require attendance 
at at 1 east three of the quarterly 
meetings each year and at leasrone of 
the lien banc ll meetings. 

~~ 
.. " 

This might'very we11 be combined with a 
standard regarding participation in other 
work dirf:]ctly related to i;he state board 

{;)such as. work on commi tteeswhi ch mi ght 
" . be counted in 1 i eu of actual attendance 

at the meetings of the state board. If 
such standards are established and an­
nounced in advance of appointments, 
they should be used as part of the select­
ion process by the appointing authorities. 
Though faithful attendance does not neces­
sarily insure sound decisions, absence 
undercuts the intention of the board 
principle and deprives the appointing 
authority of direct representation in 
matters affecting them. 

Another matter deserving attention is the 
fact that members of the state board 
should probably be renumerated for their 
expens.es in attending the meetings. 
P.ersons from allover the state would 
b'~ involved and they should be allowed 
to be reimbursed for their out-of-pocket 
expenses and a token amount to co~er. 
loss tit income or salary. The pnnc1ple 
is presently in effect wi th members of 
some other state boards. 

The matter of "blocs" which could develop 
on the state board should be at least 
briefly examined. There is a very clear 
reliance on area board representatives 
as the major composition of the state 
board. These representatives are ex­
pected to identify with the il2eds of 
the s ta te board, but are a 1 so expected 
to fairly represent the interests of the 
persons in the area board which they re­
preseni;. Tbough some "blocs ll may develop 
over issues that only surface at the . 
state board level, some of the interests 
which derive from the. appointing author­
i ty shou 1 d be: exami ned. . '. 

One obviouspoj~t of analysis is to assess 

the relative predominance of the multi­
county areas. There are ten such areas, 
and area eight has two representatives 
out of a total board membership of 25 
and, therefore~ falls short of a clear 
majority of members. Suspicion or fear 
that urban areas may dominate the state 
board does not warrant concern either . 
The single county area board representa­
tives number only 8 out of a total of 
25 members. These areas are not repre­
sented on the board in an equal propor­
tion to the magnitude of their popula­
tion as a percentage of the total state 
population. Similarly, the six appoint­
ments of the governor constitute only a 
fraction of the total of 25 members. 

However, if the governor's appointments 
uniformly;'dentify with either the 
multi-county areas or the single county 
areas; a voting majority could develop. 
It will be quickly recognized that when 
only one or two appoi ntments of the 
governor identified with the mUlti-county 
areas, they would have a voting majority 
on the board. All of this, however, 
is predicated on full attendance of all 
representatives at a parti~ular meeting 
a situation not likely to happen at all, 
and, if so, only seldomly. Another 
point of analysis traditionally made 
in our state is to view all of those west 
of Highway 81 in a single category. This 
involves areas 3, 4, 5, 9 and 10. Since 
all of these have only a single represen­
tative, there are only five representatives 
includes, hardly a cause for alarm. 

It seems more likely that, if blocs de­
velop, they are more likely to develop 
on the basis of identification with oc­
cupational;4roupirygs rather ~ha~ geographic 
interests. ~. 'That .1 s to say, 1 t 1 S more 
1 i kely for groups to identify with law 
enforcement, judges, welfare, mental health, 
or some other categorical interest. 

Since the state board is designed to pro­
vide an opportunity for a group'of informed 
and experienced citizens to have a very 
tangible effect on the operation of the 
juvenile justice system, appointments on 
the basis of political considerations are 
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. inappropriate. Likewise, it should be 
kept in mind that the board does not need 
IIpromi nentnames II to accompl ish its pur-

·~poses. The persons appointed to the state 
board should be chosen on the basis of. a. 
broad familiarity with the juvenile jus­
tice system and demonstrated competence 
in policy-making for the system. Hope­
fully, all nominees to the state board 
will eventually have served several years 
on area boards. This development would 
allow the state board decisions to arise 
from the thoughtful considerations of 
persons with wide experience and knowledge 
of the issues and possibilities inherent 
in the system. 

" The state board's reliance '0Q area boards 
was a deliberately chosen fe~ture of the 
plan. The preponderance of voting strength 
on the state board rests with the repre­
sentatives of the area boards by design. 
The discussion that preceded this de­
cision included the idea that the state 
board should accurately reflect the in­
sights of persons representing local 
systems where the majority of the acti­
vity takes place. 

The.rules of prbcedurefor conducting 
bU~llri~ss in the state board would ordi· 
narily be based on standard par1imentary 
procedures. No significant change has 
been suggested in this regard. On the 
other hand, it will be suggested that 
in proposing any changes in the structure 
of either the state board or the area 
boards for consideration by the'legis­
lature, and for propo~ing and enacting 
any changes in the comprehensive delin­
quency prevention and control plan, 
that the rules of procedure for amending. 
a charter or constitution be employed. 
It might also be wise to consider the 
referendum type of ratification procedure 
for these very basic changes. 

UNIFIED MEETING SCHEDULE - The state 
board, as well as the area boards, are 
to have at least six meetings per year. 
These will be categorized as the quarter­
ly meetings of the state board, the 
quarterly meetings of the area board, 
and the two lien banc 11 meeti ngs" 

It ~s important to schedule these meetings 
in order that matters first receive con­
sideration by the area board and then by 
the state board and then are made the sub­
ject of attention in the semiannual u en-
banc 11 meeti ngs. For thi s purpose, it is 
suggested that the area boards meet in 
the month following the end of a calendar 
quarter (February, May, August, and Novem­
ber) so that reports of activities in the 
previous quarter can be prepared and dis­
tributed for revi ew prior to the meeti ng 
of the area board. It is then suggested 
that the state board meet in the month 
immed i a te ly fo 11 owi ng the a rea board 
meetings (March, June, September, and 
December) in order that concerns that have 
arisen in the area board meetinqs, which 
require consideration by the state board, 
can be forwarded to them in sufficient 
time to thoughtfully consider them. 
Then, the two lien banc ll meetings of all 
governance units can be scheduled in 
April and October of each year, which 
fits the scheduling needs of these 
meetings. 

Chart 15, on the 'next page, ill ustrates 
how these meetings are specified and 
their relationship to each other .. A 
total of 62 meetings are illustrated on 
thi s chart. 

SUMMARY AND COMMENTARY 

This structure, along with that prov.ided 
by the area boards and described in the 
next section, seems to be capable of pro­
viding the characteristics which have 
been expressed as important to those who 
have participated in our planning effort. 

The state board has a preponderance of 
persons who officially represent locul 
areas, and the state board provides a 
summarizing and leadership form to accom­
plish the leadership and coordination 
efforts also believed to .be important .. 
Though details are still to be worked 
out, the basic framework violates no 
principl es to which importance has been 
qttached up to this time. 

On the other hand, it certainly must be 

--~ --~--~------------~----~--------------------------------~--,-------------~ 
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CHART 15:~ UNIFIED MEETING SCHEDULE FOR ALL KJSA GOVERNING 
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recogni zed that the qual i ty of perfor­
mance ot the state board will depend, 
to a large extent, on the wisdom and 
knowledge of. the individuals comprising 
the membership of this leadership body. 
There are surely many more than 25 per­
sons in the state, at present,whose 
broad familiarity with the juvenile jus­
tice system and whose personal character­
istics give promise of responsible per­
formance as B:board member within this 
s truc ture. However, .the ques ti on of 
~hether these persons will be selected 

;1 
i! 
r) 
L t 

by the v,arious area, boards ,a~d t~e governor, jll, 
is not assured by thespeclflcatlon of { 
this plan. If persons who are not ser- 1 
fous about this responsibility or who It 
have special interests at variance with 11 
the general purpose of the board are 
seated as members, the viability of the I 
structure could be endangered. Further 
exploration of this subject area is pro­
bably advisable. 

However, an optimistic view regarding this 
board is not unwarranted. It would seem 
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that the board could provide the kind of 
leadership necessary to establish, main­
tai n, and improve the performance of the 
juvenile justice system in the state. 

A word about the nature and the qua'iity 
of the staff support that such a board 
needs is also appropriate. The principal 
staff support for this board will either 
be provided directly by - or arranged by -
the KJSA director. The board must be 
fully informed of all problems, poor per­
formances, and the way in whi ch the com­
prehensive plan is working. The KJSA 
director has a rather small staff for 
which he is persona11y responsible, and 
is therefore not in the position of 
defending - as a matter .of course - the 
performance of various other providers 
of service. This should allow the 
KJSA director to take an impartial view 
of the activities conlprising the system. 
If a person of considerable ability 
and experience in providing a high quality 
of staff support to a board of citizens 
is selected for th~ position, the effect­
iveness of the state board will certainly 
be' enhanced. 

STATE LEVEL RELATIONSHIPS 

The proposed KJSA will inevitably have 
a number of important state level relation­
ships since its responsibilities .and 
interests will overlap into the fields 
of interest of other agencies . .This is 
inevitable since delinquency is directly 
related to other recognized social prob­
lems for which some services have been 
arranged. In addition, there 1~ the 
point that individuals identified as 
delinquents or pre-delinquents will 
justify concentrated interest from more 
than one agency over a period of mo~ths 
qr years. The overlapping areas of in­
terest and concern are regarded as a. 
positive and healthy situation, if suf­
ficient care is taken to avoid creation 
of agency conflicts. 

Since the KJSA is 1escribed as an organi­
zational system ,rather than a se·lf-con­
tained entity, -it is not necessary that 
it be entrl.(sted wi th all of the resources 

and authority necessary for dealing with 
all of the problems of those exhibiting 
antisocial or deviant behavior. Others 
can, and should, be actively involved in 
helping deal with the vast variety of 
juvenile problems with their own resources 
over whi ch the KJSA need have no control. 
However, the KJSA must have knowl edge of 
what other agencies are doing, and must 
have resources to apply in situations 
where other agencies do not serve the 
needs of delinquents or the community. 
If the.se two conditions are not met, 
even a large increase in activity may 
not be accompani ed by increased effecti ve­
ness. 

There is an almost bewildering array of 
potential state level inter-agency re­
lationships that suggest themselves as 
ei ther necessary or important. The 
state board and the "state .unit" staff 
are responsible for establishing and 
maintaining these relationships to the 
mutual advantage of the system. The 
practical effort in this regard will be 
to insure that categorical defi ni ti ons 
of human or social need do not cause us 
to ignore the fact that human beings are 
more than our categories suggest. 

The placement of the KJSA i ncthe structure 
of the executive branch of state govern­
ment has been the subject of considerable 
debate. The recommendation of this plan 
is for the creatfon of a totally new 
agency of considerable rank and stature 
in the family of state agencies. It 
should be causally connected by statu­
tory prOVision to the other agencies with 
which it must cooperate to carry out its 
responsibilities, and not be made depen­
dent on favorable administrative decisions 
by some more inclusive state agencies 
whose established primary concern is in 
some other field of interest-

The proposed reorganization of state 
government has obvious implications for 
th,e pl acement of the KJSA. The project 
has had no known contact with ~h0ge who 
prep~red the study (as yet not released) 
and it is very doubtful whether the 
existing study takes any cognizance of 
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the subject of delinquency since it was 
completed more than a year and a half 
ago. The current ufad" in state reorgan­
ization plans (Fla" Ore., Wash., for 
example) is to specif~ th~ cr~ation of 
Hsuper-agencies" to slmpllfy the manage­
ment of state government. "(he Kansas 
plan will surely reflect thi~ national 
trend of recent years,and wll1 therefore 
re8uire the placement of KJSA under one 
of' the superagency. di rectors. In the ab­
sence of more specific knowledge of the 
Kansas study, we simply take the positi on 
that the KJSA should be structured so 
that there is no intermediate level of 
supervi,si on between it and the super­
agency director. 

Two alternative proposals have been for­
mulated to allow the creation of a KJSA 
prior to such time as ex~cutive r~organi­
zation occurs, and the tlme that lt can 
become a fully independent entity. These 
proposals, therefore, suggest what course 
of action is desired - in preference to 
otheruptions known to exist - if it is 
necessary to have a "phase-in" period 
of time. Tile recommendations are: 

1. That the current division of Children 
and Family Services be given the 
responsibility of administering the 
proposed program primarily because 
it was felt that the only agency 
flexible enough to handle this re­
sponsibility currently was one under 
the Board of Social Welfare and ohe 
eligible to receive fede.ral assistance 
(that being this division. Thjs par­
ticular division should be charged 
with becoming a s~parate division as 
sobn as possible, equal to D.I.M., 
Voc. Rehab. and Social Welfare. 
After governmental reorganization, 
establish KJSA as a separate agency. 

2. Creation of a separate division of 
Juvenile Services equal to Voc. Rehab., 

~. D.l.M., Social Welfare with executive 
secretarial position created by State 
Board of Social Welfare with responsi­
bility of coordinating children's ser­
vices in all diVisions. 

An'alyzing the current situation, but 
ignoring the ranking which will inevit­
ably occur when a definite placement of 
KJSA in the family of state agencies 
occurs, a relatively clear picture of 
the number of state-level interagency 
relationships necessary for a fully 
operational system as described in Vols. 
II and III. The other state agencies 

. and their major categorical prograllls are 
found in the following listing. CHart 
16 shows the agencies in a pictorial re-
presentation.~ . . 

THE BOARD OF SOCIAL WELFARE 

Division of Child welfare 
DiVision of Institutional Manageme\l)t 
Division of Vocational Rehabilitat1Dn 
Welfare - income supplementation 
Welfare - community services 
Mental Health Clinics 

LAW ENFORCEMENT AND JUSTICE 

Governor's Committee on Criminal Ad­
ministration 

Office of the Attorney General 
Kansas Bureau of Investigation 

DEPARTMENT OF EDUCATION 

Programs for emotionally disturbed 
Special Education 

OTHER STATE AGENCIES 

Department of Health 
State Universities 
Extension Service 

The state board will be ultimately re­
sponsible for initiating and maintaining 
the productivity of these relationships 
even though the staff will serve as 
their agents for the practical day to day 
traffic in this relationship. Greater 
specificity on this subject is impossible 
except within the context of definite 
proposals for placement of the KJSA. 

STATE·DIMENSION PLANNING 

Planning is one of the essential responsi-
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CHART 16: KJSA STATE LEVEL RELATIONSHIPS 
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FOURTEEN AREA BOARDS 

bilities of the state board, an activity 
designed to be continuou.s indefinitely. 
Furthermore, it is to be based on facts 
generated by the cpmprehensive evaluation 
system described in Chapter 6. The 
planning activity is to be conducted by 
the standing committees (Prevention, 
Crisis, Control, support), reviewed by 
the state board, and made the subject 
of attention by the entire state-wide 
governance group semi-annually. 

The product of state dimension planning 
is the "general plan for delinquency 
prevention and control. in Kansas" - an 
entirely symbolic representation of how 
services are to be arranged and how re­
sources are to be allocated to various 
geographical and categorical interests. 
The general plan is uSed as the point 
of departure fof the creation of 14 area 

Ifadaptation plans", the accured experience 
from which becomes a source of input for 
state dimension planning and either con­
firms the validity of the general plan 
or indicates where revisions and adjust­
ments are necessary. 

A brief description of the essential ele­
ments of this kind of planning is provided 
below to insure an understanding of the 
minimum design for responsible planning 
in this dimension. The presentation fol­
lows an lIinput-process-output" format, 
briefly describing the most important con­
sideration under each of these headings. 
The design is adapted from Chapman's Four 
Dimensional Planning of Human Services where 
these subjects are presented under the 
heading of "Inclusive Planning." Chart. 
17 on the next page illustrate the major 
elements of this planning design. 
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CHART 17: THE BASIC ELEMENTS OF STATE DIMENSION PLANNING 

. : 

AUTHORIZATIONS AND RESOURCES 

THE PLANNING INPUTS 

The several discrete inputs into the 
state dimension planning process will 
be placed in one of the three general 
categories: area board inputs, distri­
butive system inputs, and other in­
puts. Each are briefly described as 
follows: 

1. AREA BUARD INPUTS - Four kinds of 
inputs are placed in this category. 
All of them should be produced regu­
larly by each of the l4Are~ Boards. 

j' 
f,(' MONITORING DATA - Mon; taring d'lta re­
~ I 'l ti ng to every i denti fi ed need, every 
~ service addressed to identified needs, 

notation ~~out the agency responsible 
for the service, and the location 
from which the service is provided 

should be available from every area 
at least monthly. 

PERFORMANCE'PROJECTIONS - The projected 
per'formance of the system in each area 
(and also for residential treatment) 
fo~ the next several months (up to a 
year) should be transmitted to the 
inclusive body monthly. In most cases, 
this will simply be a confirmation 
of previous projections for the sysiem 
with minor variations which operational 
experience indicates are necessary. 

QUAL~nYCONTROL 'STUDIES - Studies of 
the quality of service delivery with:· 
in th@ system, conducted internally, 
shou14 be regularly produced by each 
area and transmitted to the state 
board.'\ This is not the same as the 
independent evaluations which are sub-
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sequently described under the heading 
of "other inputs. II These are studies 
made by these who are directly in­
volved in providing services . 

UNMET NEEDS SUMMARIES - The experiences 
and perceptions of each area in regard 
to unmet needs of persons with whom 
they are in direct contact (i nc 1 ud i ng 
those which they are unable to serve) 
must be summarized periodically. 
These reports are to be used by the 
inclusive body as the basis for dis­
cussion of implications for community 
priorities, estab11shing new cate­
gories of need, revising services, etc. 

2. DISTRIBUTIVE SYSTEM INPUTS - The sever­
al distributive systems (other state 
agencies) with common interests should 
be required to participate in inclu­
sive djmension planning. The necessary 
inputs from distributive systems are 
at least two: present and projected 
resources. 

PRESENT RESOURCES - The scope of in­
terest in this subject area encom­
passes all financial and manpower re­
sources presently available for human 
services programs. 

POTENTIAL RESOURCES - As a contrast 
to present resources, the inclusive 
body must 'llso have information 
about potential resources; financial 
and manpower. 

3. OTHER INPUTS - There are four '~ther 
inputs" to the inclusive planning di­
mension: independent performance 
evaluations, community surveys, re­
cipient expressions, and political 
or legislative.issues. 

INDEPENDENT PERFORMANCE EVALUATIONS -
Rigorous and independent evaluations 
of the performance of various program 
delivery functions within the commun­
ity should be continually in progress. 
The emphaSis here is on the idea of 
independent evaluators who have no ' 
vested jnterest in the outcome of 
the evaluation"rather th'ln the kinds 

of evaluations conducted by those 
who provide services. This subject 
is discussed further in Chapter 6. 

COMMUNITY SURVEYS - Surveys of all 
persons in selected areas can play 
an important part in identifying 
opportunities and problems - and 
formulating pr;licies responsive to 
them. The state board should have 
a long-range systematic plan fqr 
inSUring that this informationJis 
developed, through commissioning sur­
veys in areas representing either 
unique or typical problems. 

RECIPIENT EXPRESSIONS - The actual 
or potential recipients of the system 
must be given an opportunity to ex­
press themselves to those ultimately 
responsible for the system. The 
state board has the only proper 
framework and overall responsibility 
for performance to which unsystematic 
and general expressions of concern 
or unsolved problems can be addressed. 
Every other planning dimension noted 
previously has a legitimate reason 
for "passing the buck" for perhaps 
a majority of such expressions di­
rected to them. The state dimension 
is Where the buck must stop. The 
"ombudsman" or "advocacy hearing 
board" approach to this problem pro­
Nides the most potentially effective 
vehicle for this purpose. 

POLITICAL ISSUES - Some aspects of the 
system and its organization will inevit­
ably become political and legislative 
issues. The state board will need to 
keep completely informed about all 
legislative proposals that could af­
fect the system, at any level (local, 
state, national) and insure that con­
sideration is given to the probable 
effect of any proposed changes. Of 
special interest are appropriations 
on an annual basis, and changes in 

.the codes whenever they occur. 

THE PLANNING PROCESS 

The state dimension planning process con-
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sists of the following elements; acquir~ 
ing the necessary planning tools, review 
of the performance of the area systems, 
construc ti on of a sys tem performance 
~~cord, exploralion of inter-system is~ 
sues~ examination of unmet needs, place­
ment of value judgements OQ various as­
pects of th~ system, and,finally, deter­
minations of community priorities for 
action in the immediate future and in 
a more extended time frame. 

1. ACQUISITION OF PLANNING TOOLS - All 
planning tools and outputs from 
area, support and services planning 
dimensions should be available to the 
state board. In addition to these, 
the followi ng four tool s are requi red: 

a. THE IISYSTEM MODELl! - The aetailed, 
technical and definitive statements 
regarding the classi:fication of 
needs and services in the system. 

b. INFORMATION SYSTEM MODEL -The design 
of the system for acquiring, re­
cording, summarizing, and trans­
mitting information about needs 
and services. 

c. REFERENCE LIBRARY - A centralized 
repository of information about 
human needs and services available 
in the state, All material placed 
in thi s reposi tory shaul d be accu­
rately subject coded according to 
a classification system developed 
for thi s purpose. The library 
should include all material pro­
duced locally in the human services 
field, and a considerable budget 
should be provided for this pur­
pose. The library should be c~n: 
nected with all other computerlzed 
SDurces of references such as NIMH, 
MEDLARS, etc~ 

d. THE INCLUSIVE DIMENSION PLANNING 
TOOL - Due to the fact tha t the 
members of the state board wi 11 
be dealing with lite~ally hundreds 
of factors wi th 1 i tera 11y thousands 
of possible combinations, they 'must 
be provided with a tool that en-

I 
~~ ______ "_'''''d _. ____ ,.. __ --.-.--~---~"' .. 

ables them to understand the scope 
of their interest and to focus and 
direct their efforts. Accordingly, 
a guide or reference document for 
this purpose is identified as an 
essential tool. 

2. AREA PERFORMANCE REVIEW - This step 
includes scrutiny of the performance 
record for the most recent month, 
the last quarter, and the past year. 
The review should be based on mater­
ial prepared for the state board by 
each area. 

3. COMPOSITE PERFORMANCE RECORD - The 
next step is to develop a composite 
picture of the overall general record 
of the system's 14 areas, on at 
least a quarterly interval. This is 
simply a composite of the area per­
formance reviews. 

4. INTER-SYSTEM PROBLEMS - Next, an . 
examination or exploration of the suc­
cess with which inter-system accomo­
dations and cooperation are being 
carried out is specified. It might 
be problem centered~ or might be 
part of a systematic exploration 
plan. 

5. EXAMINE UNMET NEEDS - The state board 
should next turn its attention to 
summari za tions of unmet needs whi ch 
have been transmitted to them by 
functional systems or which have re­
sulted from their own inves\f:igation 
through an ombudsman or adv6cacy 
hearing board. Some unmet needs will 
have important implications for the 
design of services or activities. 

6. VALUE JUDGEMENTS ~ The inclusive body 
is now in a pOSltion to place definite 
value judgements on definitions of 
need, service delivery effectiveness, 
agency performance, and system function­
ing within its scope of interest. 
Judgements are necessary on unusual 
sUccesses and problems Vie~ed within 
previous projections. Whereperfor­
mance approximates projections, the 
value judgements are less important. 

------.~~-. --, ---~-~-"""~--' .... --:-~~=.i'.r.~~T~: 
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These value judgements should be re­
co~ded in order to substantiate the 
pri ority deci 5; ons wh i.ch follow. Re­
corded value judgements also alloW a 
retrospective review of the wisdom of 
this planning body at some future 
date. 

1; PRIORITY DETERMINATIONS - The final 
step in the state dimension planning 
process is the determination of 
priorities, both immediate and long 
range. It will be strongly argued 
that on1y after completion of plan­
ning such as described in this pre­
senta ti on wi 11 anyone be ab 1 e to 
speak intelligently and with valid­
ity about the effectiveness of the 
juvenile justice system. 

THE PLANNING OUTPUTS 

All of the specific outputs from the 
state dimension planning process will 
be classified under one of two headings: 
external or internal. 

1. EXTERNAL OUTPUTS - The external out­
puts are those directed to the public, 
extra-community resources, state and 
federal governments. They are ex­
terna 1 in the sense tha t they repre­
sent the combined, sUmmarized, and 
evaluated interests of the system 
for presentation to those outside 
of it. Important concerns are: 

a. GENERAL PERFORMANCE PROJECTIONS -
It is possible, with the back­
ground provided by the four dimen­
sional planning theory to speak 
with considerable accuracy about 
the aggregate performance of the 
system in both the immediate 
and long range future. 

b. FINANCIAL PLAN - This external out­
put contains the specification of 
the financial resources necessary 
to carry out the performances pro­
jections previously mentioned. 

c. MANPOWER PLAN - This output specj­
fi es the need for trarni ng and de-

velopment of skills'of the person­
nelnecessary to carry out the pro­
ject~d performance. 

d. SERVICES ESTABLISHMENT PLAN - The 
requi rements for heW conmuni ty ser­
vices to carry out the projected 
performance shOUld be carefully, 
developed. 

e. LEADERSHIP PLAN - The leadership 
needs of the system should not be 
left to chance. A definite leader­
ship development plan is necessary 
to attain the desired level of 
leadership effectiVeness and to 
maintain it. This plan must speci­
fy recruitment, bas.Jc training, 
advanced or specialized training 
and seminars on special opportuni­
ties or problems. 

f. PHYSICAL COORDINATION PLAN - The 
inclusive body is in a position to 
summarize the projections of which 
physical planners should be aware 
and to whi ch they should have an 
opportuni ty .to respond. 

g. LEGISLATIVE POSITIONING - The human 
services in the community will also 
have several implications for local, 
state, and federal legislation. Con­
sequently, legislatiVe pOSitioning 
is an essential external output of 
the inclusive dimension planning 
proces,s. 

2, INTERNAL OUTPUTS - The i nterna 1 outputs 
of the state dimension planning pro­
ce~s are those which are directed 
back to the areas and the distribu­
tive systems in the community. They 
are internal in the sense that they 
represent what these systems have 
determined to be the best course of 
action for the community through 
their participation in the inclusive 
planning body, an~ which are under 
the direct control of the system. 

> 

a. SYSTEMS DELINEATION - It will be 
necessary toori gi na 11y deH nea te 
4nd subsequently adjust the delin-
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eation of the functional systems 
participating in the system. This 
concerns the inter-agency agreements 
and art; cul a ti on nec.essa ry for ful .. 
fillment of mutual r~sponsibilities 
and interests. The reconsideration 
of this subject at stated intervals 
is strongly suggested since the 
likelihood of the need for refine­
ments to respond to changing com­
munity conditions over the years 

I, ~ is g rea t. 

b. INSTRUCTIONS - There will be a con­
tinual need for development of in­
structions to the several area 
board§. These instructions, re­
member, are developed by a body 
which includes their representa­
tives and at least some of the 
distributive systems. Instructions 
would be concerned with the need 
to iriitiate neW services, adjust 
to quantity of services, improve 
the process being used, etc. 

c. RESOURCE ALLOCATION - The state 
dimension planning body should have 
a major role to play in the al1o-

cation of resources to the areas. 
It is suggested that all funds 
being channeled into the community 
from state and federal sources 
should be channeled through the 
state board. 

d. CONFLICT RESOLUTION - The inevit­
able conflicts and problems between 
areas and distributive systems 
shoUld always be resolved by the 
state board. 

EVALUATING THIS PLANNING 

This dimension of planning shoUld be sub­
ject to evaluation in the same way as 
any other planning within the system. 
It will be more difficult to evaluate 
this planning since t~e frame of r~f~r­
ence is so vast and S1nce the posslb11-
ity of pleasing everyone is small. On 
the other hand, it is inevitable that 
there will be widespr~ad informal evalua­
tion of the success of the system. For 
this reason, an evaluation based on 
the most rational criteria possible 
must be developed, implemented, and 
made public at periodic intervals. 

SECTION 4: THE AREA BOARDS 

As a groqp, the 14 area boards are given 
the key policy direction position in 
the overall organizational plan. Th~s 
section will describe their responsibili­
ties, their primary re.lationships within 
the system, their minimum work sc~edule, 
their composition and their plamnng 
responsihil ity. 

AREA'BOARD RESPONSIBILITIES 

LEADERSHIP - As was the case with the 
state board, the most 'important respon­
sibility of each area board ;s leader­
ship, under which heading several matters 
are summarized. Like the state board, 
the area board first must construct an 
informed view of what is actually hap­
pening within. the area ~f their jur~s­
diction. An lnformed Vlew of what 1S 
occurring as a result of the comprehen-

1/ 

sive state plan and the area board's par­
ticular adaptation of that plan will not 
be easi1y obtained at the outset. A 
dependable information system, and a 
great deal of conscien~ious stud¥ wi~l 
be requir,ed before an1 nformed V1 ew 1 S 
acquired. 

Communication between the area and state. 
board regarding generalized concerns such 
as the comprehensive plan are also part 
of the leadership responsibil ity. 

I 

Each area board is responsible for develop­
ing a broad public understanding of the 
problems, performance, and opportunities 
of the juvenile justice system in the 
area of their jurisdiction. The area 
coard shoUld be the final and authorita­
tive vo.icein regard to how specific re.., 

.. sponsibil tties have been carried out in 
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11 
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the area and the geographic or interest 
areaS which require further improvement. 
The area board should be responsible 
for directing public attention to changes 
believed to be necessary toturther im­
prove periormanc,=. 

Area board leadetship must also include 
specific development tasks in areas pre­
sently unserved or poorly served. This 
is especially important for the multi­
county boards since all of them include 
counties much too small to operate effi­
cient programs on a single county basis. 
The area board's task is to insure that 
all of the services that have been de­
termined to be a part of the comprehen­
sive state plan are actually available 
to every juvenile who needs or qualifies 
for such service. In many places, this 
can b.e considered to be a very major 
challenge, and one for which there are 
no easy answers. 

The area board members are also expected 
to exercise their leadership responsi­
bility through participation in inter­
system affairs in all communities within 
the geographic jurisdiction. "Inter­
system affairs" include regular and 
meaningful contacts with any and all 
other human services systems operating 
in the corrmuni ty - whether such systems 
are formally organized or not. The in­
tent here is to insure that the area 
board is a meaningful and constructive 
influence on more broadly conceived com­
munity concerns. 

ADA PTA TI ON PLAN - The a rea boa rd is re­
sponsible for'developing an "adaptation 
planll in which the comprehensive state 
plan is tranSlated into the needs of 
the towns, cities, and counties within 
the area board's jurisdiction. The 
area board helps to develop the compre­
hensive state plan, and then is respon­
sible for adapting it to the area of their 
jurisdiction. 

In order to do this, the first task is 
to develop a coded and classified direct­
ory of services presently and potentially 
available for use in!,tih~ juvenile justice 

:' 'I 

field. It is expected that KJSA "central 
unit" staff responsible for the informa­
tion system will provide the coding and 
classification system, but the area board 
must be responsible for insuring that 
this directory is completed and that ser­
vices and agencies are correctly placed 
within it. 

Then, a formal adaptation plan, specify­
i ng the util i za ti on of serv; ces al ready 
available, and a development plan for 
those Which are only potentially avail­
able, and a development plan to initiate 
necessary (or desirable) services should 
be made. This type of planning is gen­
erally g5ven much less attention than 
it deserves.. Many persons are satisfied 
with a directory that lists things such 
as street addresses, and telephone num­
bers and a vague one-sentence or two­
sentence description of services. MUch 
more is implied by this adaptation plan. 
It will further be sUggested that it is 
not possible to properly code and classi­
fy any agency without a fairly extensive 
·conversa ti on wi th agency representa tives 
as well as some personal familiarization 
wi th the agency. 

The adaptation plan shOUld be reviewed, 
evaluated, and modified as appropriate 
at regular intervals. It will be sug­
gested that the review of the adaptation 
plan be made the first item on the agenda 
for quarterly meetings of each area board. 
The adaptation plan includes contracts 
with various agencies as well as a review 
of the performance of statutorily-created 
agencies (and in some cases, municipally­
created agencies). Private agencies are 
expected to perform a number of roles 
within the overall system, and mental health 
centers prOVide an example of the multi­
county and quasi-public agencies which 
wil1 also be playj~lg an important part 
in the adaptation plan. 

MONITORING AND EVALUATION - The third 
major responsibility of the area board is 
to'monitor and evaluate the performance 
of various agencies within the area of 
jurisdiction. This responsibility in­
cludes receiving and assessing information 

c;: 

t 
j 



.. 
I 

70 ORGANIZATION 

that originates in all participating 
,.agenci es. At present', it is recogni zed 
that such aaencies are not required to 
furn; sh i nformati on to other agencies 
with mutual interests in the community. 
For example, law enforcement agencies 
may report to" the Kansas Bureau of In­
vestigation or the Federal ]ureau of. 
Investigation but do not always prov1de 
information to the juvenile court of 
their county or to other relevant public 
or private agencies in their community. 
Responsible decisions at the local. leVel 
require an interchange of informat10n 
regarding various events ,and persons with­
in the community. Placed in the larger 
perspective of the ju~isdictio~ o~ the 
area board, this requ1res furn1sh1ng 
information on a multi-county basis in 
ten of the 14 geographic divisions of 
the state. MonitoY'ing ilctivities are 
simply ~o provide a basic understanding 
of the loads being experienced by var­
ious agencies within the community. Eval­
uation implies the placement of value 
judgements on this and more detailed in­
formation. 

Of special interest will be those agen­
cies which contract to provide various 
kinds of services within the system. 
~uch agencies must be monitoredland 
evaluated in a complete and comprehen­
sive manner. 

It is only with the background that 
monitoring and evaluation furnish that 
proposals for new and innovative acti­
Vities can be intelligently judged. 
Th~"area bop.rd IlJIJSt be fully aware of 
a 1'- servi ce's bet'ng prov; ded, the degree 
of 6ucce~s which is being experienced, 
and ha~e a definite and impartial per­
formance record for each agency and 
service in order to judge,the desirability 
or necessity' of initiating:-~new activi-' 
ties. Without this background of know­
ledge, decisions regarding new and inno-

'~ vative programs are not Hke.ly to be 
so.und and responsible. 

SELECTIVE INDIRECT SERVICES - The area 
boards are also respot:lsible for insuring 
that certain selectiVe indirect services 

•• 111£ 

are made available to the agencies which 
provide direct services. Two inqirect. 
services wbuld appear to be necessary 1n 
every case: supervision of rehabilitation, 
and the information system. The super­
vision of rehabilitation efforts which 
seems necessary is described in Vol. III. 
Basically, ,jtcbnsists of having a single 
highly qua11fied and experienced profes­
sional who consults with and advises 
juvenile services workers and probation 
counselors throughout the area of juris­
diction. This person might be an employee 
of the area board, or could be an employee 
of the court (most appropriate in the 
single county areas). It is being suggested 
here that the area board should be respon­
sible for insuri ng that the supervi si on 
of rehabilitation efforts exist in an ef­
fective way in their area, This might 
best be accomplished by making the rehab­
ilitation superviso~ a staff member serv­
ing the area board, While in other situa­
tions, it may be more desirable simply to 
monitor the supervision being administered 
by some other agency. One of the prin­
ciples established at the second conference, 
is that this type of decision would be 
reserved for specific consideration and 
action by each area board. It is there­
fore possible to have as many different 
arran?ements as there are area boar.ds. 

, ,-

The information $ystem throughout the 
state, though designed and financed at 
the state level, is expected to be of 
greatest practical benefit and usefulness 
within each area. The information collec­
tion,'-' summarization, and 'interpretation 
should be made by an employe'e of the area 
board, since no other agency within the 
area would have an appropriate overall 
interest or responsibility. This func:­
tion can be handl~d by a single individ­
ual since the production of information 
is hilndled by the various agencies who 
par~icipate in the system. 

The area board IS ~~rther respansibjlities 
for selective indirect services include 
surveying areas of need or p?tenti~l pro­
gramming tha~ are not otherwlse be1ng 
covered, and a certain amount of inter­
area communications. In the former matter, 
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the area board should have a plan for in-
'vestigating fields of interest which lie 
b~yond present responsibilities to deter­
mine whether the design of the system is 
adequate. In the latter case, there are 
certain to be cases involving juveniles 
from other areas of jurisdiction. The 
responsibility for insuring that they 
are handled by the most appropriate auth­
ority finally must rest with the area 
board, which will be in regular contact 
with other area boards. 

PARTICIPATION IN THE STATE SYSTEM - The 
responsibilities of the area board include 
an active participation in the business 
of the state-wide system. They must es­
tablish and maintain an active interest 
in the activities of the state board 
and, to a lesser extent, in the activities 
of other area boards. 

Each area board should review the actions 
of the state board. This review should 
consist of study of the records of state 
board action (which should be furnished 
to each area board member) and also re­
ceiving verbal commentary from their 
representative(s) on the state board. 
They have much at stake in the activities 
of the state board, and should have a 
lively interest in whether the state 
board i scarryi ng out its responsibil i­
ties adequately. As a result of this re­
View, the area board may wish to furnish 
instructjons to their representative in 
regard to matters which receive the 
attention of the state board or record­
ing a position Qf the area board in an 
official meetihg of the state board. 

Eac~ area board must also be keenly in:­
teres ted in how successfu'j ly resi denti al 
treatment facilities and programs serve 
the juveniles from their particular area. 
Even with the variety of residential 
treatment possibilities Which were de­
scribed in Volume III,many counties 
will be a considerable distance from 
the closest of these residential facili~ 
ti es. Greater di stance typi ca lly means 
less communication and coordination of 
efforts. The area board must be alert 
to signs that the minimum accept~ble 

amount of communication and coordination 
of efforts actua lly does exi st' for" every 
one of the juveniles from their area. 
A more broadly conceived interest is in 
the general design of the residentia1 
facility treatment program. 

Each area board' must also be interested 
in the quality of the supportive services 
Which are provided from the IIstate unit ll 

KJSA staff, and supervi sed by the state 
board. For example, each a~ea board 
should develop an opinion about the con­
tent and general effectiveness of all 
training programs being operated in the 
state. In most cases, this judgement 
can be based on how well these trai ni ng 
programs have served the needs of indi­
Viduals within their area. 

SELECTIVE DIRECT SERVICES - In the ori­
ginal basic structuring of the area boards, 
the question of what particular agency 
should be chosen to provide certain ser­
vices was a decision to bq(.left to the 
area board. There was no intention of 
undermining established areas of author­
ity, especially those of statutory agen­
cies, but to indicate that when services 
are expanded, the area board should be 
the decision-making authority regarding 
which agency could most effectively 
carry out these new tasks. Consideration 
of this matter allowed the possibility 
that some services might be provided 
under the aUspices of the area board it­
self. The most common example of this 
is expected to be probation services in 
areas of dispersed population. It is 
believed that where two or three or per­
haps more counties would be necessary to 
justify the position of a full-time pro­
bation counselor, it may be most effective 
to make this person an employee of the 
area board. Other similar situations 
may occur in both the prevention and con­
trol, field. It is entirely possible 
that no area boards will choose to exer~ 
cise this optional responsibility. On 
the,other hand, it i9 probably a good 
idea to leave this possibility as a re­
source for the ar,ea board as they develop 
their adaptation plan. Chart 18 ~ummarizes 
these responsibilities; 
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CHART 18: SUMMARY OF AREA BOARD.RESPONSIBILITIES 

Leadership 

1-
2. 

Construction of " an informed view 
Intra-system communicat.iol'lwith other areas and state board 

3. Public understanding 
4. Specific development tasks in unse:ved.or~lorlY se~~~d a~~~~in 
5'~ Participation in inter-system affalrs ln a commum les 

geographic jurisdiction. 
th,e 

B. Adaptation p1an 

1. Originates with the comp~ehensive.st~t( p~~n t . 
2. Compendium of local serVJc~s req~lred a tl~e\orYd 
3. Formal adaptation plan - ~lled wl~h.the.s a e oar 
4. Quarterly review, evaluatlon, modlflcatl0n 

coded, classified) 

C. Monitoring and evaluation 

D. 

E. 

F. 

1. 
2. 
3. 

Independent agencies; both statutory and participating 
Direct sub-contractors 
New activity proposals 

Provisions of selective indirect services 

1. Areas of necessity not otherwise,covered 
2. Supervision of rehabilitation efforts 
3. CombilatioHof information 
4. Inter-area communication and arrangements 

Participation in the state system 

l. 
2. 
3. 
4. 

Review of state board actions 
Instructions to representative(s) 
Evaluation of how successfully residential . treatment serves 
Evaluation of the quality of state supportlve services 

Selective Direct services 

the area 

l ~ 
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BASIC INTRA-SYSTEM RELATIONSHIPS 

'1 
I to a clear ranking of importance. Col- } 

'::: 

STATE BOARD - The ba.sic intra-systemre­
lationship is with the state boa~d which 
should be considered as a, body W,l th 
equal but ~ifferent responsibilfties. 
The inteFdependehce of the state and 
area boards does not lend itself well 

lectively,the area boards are intended ~ 
to be the most important part of the sys- ~i 
tern s1 nce they have the major; ty of di- ~ 
r~cf services responsibilities. In an 1 
important regard, the st~te Doard should 1 
be·viewed as the servant of the area boards I 

.wi thi n th e sto te, On the other hand, the I 
:\ 
1 
J 
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, state board is empowe.red to assume the 
responsibilities of any particular area 
board if it becomes unable or unwilling 
to carry out its responsibilities. How­
ever, this reservation ·of authority in 
the state board should be correctly 
viewed as the collective interest of 
the remaining area boards within the 
state. 

. -. 

INDEPENDENT AGEN0IES - The area' board 
must also relate to a number of agencies 
which are - and will remain - independent 
in regard to the dec; si ons who, ch they 
make regardin~ individuals within their 
jurisdiction. The only addition to the 
present responsibilities of thes~ agen­
cies is that they be required to disclose 
and report selected information regarding 
Who they are processing or serving, and 
the results of decisions they are making 
regarding these individuals. There is 
no suggestion that the area board should 
advise a judge on the kind of decision 
which he makes in individual cases. On 
the other hand, once the der-ision has 
been made, the infot)1latior'1 regarding it 
should be placed in the hands of the 
area board. The area board should serve 
as a resource to these agencies as they 
seek to carry out their responsibilities 
in the most effective way, and should 
help them present requests for maintaining 
or expanding their operations in the 
juvenile justice field. Most of these 
independent statutorily-created agencies 
have btoad areas of discretion as well 
as decision-making powers regarding the 
individuals within their jurisdiction. 
The area board concept neither implies 
nor specifies any change in these dis­
cretionary powers. 

SUB-CONTRACTORS - There are a number of 
other public and private agencies which 
will be included in the overall system 
design. In most cases s these agencies 
wi 11 contract wi th the area board to 
perform certain specified sel"vices. Th.e 
area board's relationship wc1th these 
public and private agencies will be 
determined by the specifications of the 
contract. It is sugge~ted in Chapter 6 
that fo n ows that a "performance contract-

1ng" principle be establiShed in as many 
cases as possible. Prior to the ttme 
that an agency becomes a contractor~ and 
to a limited extent after this event, 
the area board shOUld make technical 
assistance available to agencies who 
express a desire in part1cipating in the 
system. In some cases, this technical 
assistance might take the form of help­
ing them to write a proposal which will 
be acceptable to the area board. .In 
other cases, it mi ght take the form of 
helping a group of interested citizens 
organize themselves legally and practic­
ally tQ. develop a new service. This 
latter i)oint is expected to be important 
in the~arlY years of establishing the 
system on a consistent basis throughout 
the state. 

rNTER~SYSTEM RELATIONSHIPS 

COMMUNITY AGENCIES - The area board is 
responsible for establishing a large num­
berand wide variety of relationships 
with agencies and interest~ related to, 
but largely outside of, th.e system. 
The foremost of these are with other 
non-participating service providing agf-n­
cies in the various communities. As has 
been suggested previously, the area board 
should participate as a responsible mem­
ber of the fami ly of human servi ces agen­
cies in all Kansas communities. Though 
the scope of interest, and the number of 
individuals involved,is.only a fraction 
of the total interests of a community) 
the juvehile justice system interest is 
important. By no means should the area 
board allow itself to'be guilty of the 
accusation that it is unconcerned with 
broader community affairs. This is the 
charge and criticism p~esently brought 
against many agencies with responsibili­
ti es in the juveni 1 e jus-~,ip~ fi e 1 d (and 
not without some cause). 'l~e principle 
should be firmly established that the 
area board is expected to be represented 
in more broadly conceived social concerns 
in ,every community of the state. 

, :'/ \\ 
The area board should alsu develop di~ect 
~elationships with agenci~s conc~rned~ 
wi'th pHmning humanservi,ce's~ whereve,:r 
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they exist. Where they do not exist on 
a dependable and consistent basis, th!s 
interest might be transferred to "soclal 
awareness" agencies such as the Junior 
'League or League of Women Voters? or. 
other suCh community-based organlzatlons. 

The area board should be aware of and 
i ntel"ested in those who can make a poten­
tial contribution to the overall system. 
As was noted in both Volumes II and III, 
volunteers are expected to perform a 
variety of functions. The area board 
will be the primary vehicle for insuring 
that potential cQntributors of time and 
ta lent a/"e made aware of the need for 
their service and the value of it to the 
overall system. , 

The area board should also be interested 
in at ~east keeping lines of communication 
open in order that unforma1ized groups -
those which do not have a permanent 
existence and definite structure - will 
feel free to conta~f the area board 
with -their COncerHi::s. 

PUBLIC GOVERNMENTS - The area boards 
in the multi-county areas especially will 
need to relate to a large number of pub­
lic governments. County commissions, 
city commissions, councils of go~ernments, 
and school boards all sh('Mld be lhclqded 
within this category. It'will be sp~ci­
fied that it is the responsibility of 
the area board to establish direct con­
tacts with these public govern~ents and 
to keep them periodically informed.o~ 
activities, problems, and opportunltles 
for improvement in the juvenile justice 
system. It should not be considered a 
responsibility of any other part of the 
system to keep the public governments in­
formed. 

" 
THE PUBLIC - The delinquency prevention 
and control system in the state should 
be familiar to all citizens of the state. 
The responsibility for informing local 
residents of the activities occurring 
within the system rests almost entirely 
with the area board in that area of 
jurisdiction. The extremely poor general 
understanding of the juvenile, justice 
system by the average citizen at present 

I 
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must not be allowed to I:onti nue. Though 
there are certain public information type 
activities which can be successfully 
undertaken at the state level, the vast 
majority of such activ'ities should be un­
dertaken by the area boards. A misin­
formed or uninformed p~blic is~ at best, 
no advantage to the juvenile justice 

II system. 

Chart 19 on the next page indicates the 
kinds of relationships necessary for an 
area board in a five-county area to main­
tain. The base of the chart indicates 
the connections to the other parts of 
the state-wi de KJSA sys tern, whi 1 e the 
five segments show the interests in 
each county to which the area board 
must relate. While no single area 
board can be accountable for the effect­
iveness of other area boards or the state 
board, it is responsible for initiating 
and maintaining effective relationships 
with the interests specified in the 
county segments of Chart 19. 

MINIMUM WORK SCHEDULE 

MONTHLY INTERVAL - It is not suggested 
that the area board should meet as a 
board on a monthly basjs. However, it 
wi 11 be suggested that some activi ty 
relating to the quarterly meetings of 
the board should occur in the interim 
between these meetings. It will be 
suggested that committees should meet in 
this interim\, possibly on a monthly 
interval basis, and that some other ex­
ploratory work and independent study 
should be done by area board members. 

It is suggested that an executive committee 
be formed from within the area board mem­
bership. It is further suggested that 
a regular function of the executive com­
mittee shQuld be to develop the specific 
agenda fo~each of the quarterly meetings. 
This is, of course, in addition to the 
ordinary function of an executive committee 
in taking interim official action in be­
half of th~ board when such is necessary. 
The agenda for each of the area boards 
should be carefully prepared to conserve 
the time and effort devoted to the quarter~ 
ly meeting, and also to aliow the board to 
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carry out its dL:ties in a responsible 
manner. An executive committee meeting 
in tIle interim between quarterly meetings 
on a monthly basis should,be able to 
perform this function satisfactorily. 

It seems more than likely that every 
area board would also find it deslrable 
to develop standing and special committees 
to inVestigate various aspects of the 
total range of responsibilities of the 
area board. Such committees might include 
persons who are not area board members, 
and some such committees might be pre­
dominantly nonmembers. It is expected 
that the number and specified tasks of 
such conmittees might differ a great 
deal from one area board to another, so 
no further comments about the composi­
tion of duties of these committees will 
be made at this point. 

Area board membprs should be furnished 

wi th i nforma ti on necessary to carry out 
their tasks responsibly in the interim 
between meetings. Every effort should 
be made to avoid inundation of area 
board members with voluminous reports 
immediately prior to the quarterly 
meeting. Routine information as well as 
stUdies should be scheduled to be com­
pleted during the interval between the 
quarterly meetings. 'Such inforil"Jation 
should be distributed as far in ~dvance 
as is possible to allow area board mem­
bers the greatest opportunity to study 
the material and conduct any further in­
vestigations which they personally feel 
are necessary to full and compl ete \\nder-
standi ng. ~I 

QUARTERLY INTERVAL - The basic minimllm\ 
work schedule should consist of the ~onk 
accomplished at the quarterly meetings. 
Five general fields of interest will be 
specified below as required for fulfill­
ment of the area board responsibilities. 
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The first of these consists of reviewing 
'the qua rterly i nformat; on sys tem "pri nt­
out". Thi.s means that all information 
Qeing recorded and summarized on aregu-
'Jar basis regarding the activities occur­
ring within the area will be placed in an 
overall summary form. It js expected 
that this sort of report wou1d constitute 
many pages of information, ahd a minimum 
of interpretative comment. Each member 
of the board shciu.ld be required to,(and 
be able to) interpret information of 
this nature and to be sufficiently pre­
pared to make retevant inquiries regarding 
it.' 

The area board should schedule evaluation 
reports, described at greater l~hgth in 
Chapter 6 which follows, 0" at least 
one quarter of the total responsibilities 
withfn the area of their jurisdiction 
for every quarterly meeting. This will 
allow the receipt and reviewuf evalua­
tion reports on the full ral',ge of respon­
sibilities each calendar year. The sche­
duling of these reports is expected to be 
a very significant part of the area 
board's activities on which most of its 
decisions should be based. It is suggested 
in Chapter 6 that evaluation reports on 
standardized services should consist of 
a study of the- upper quartile and the 
lower quartile of services beind rendered. 
On programs which are innovative or . 
simply new to this particular area, the 
full range of activities should be evalua­
ted. The specHi c des; gn for these eva 1-
uative reports is not specified, but it 
is suggested that considerable effort) 
should be invested in the preparation 
of th~s~ reports~ which should be filed 
with the state board after area board con­
s i dera ti on, commenta ry, and appropri ate 
action. 

The third item 0\1 the quarterly meeting 
agenda. shoul d be to develop i nstructi ons 
to maintain current operations and ser­
vices, or to adjust services which ap­
pear to be deficient or unproductive. 
This should include making financial 
adjustments ,as wel1 as adjustments in 
instructions to providers of service 
0\" agencies~and. decisions regarcling the 

deployment of personnel and services 
throughout the area of jurisdiction. It 
should be noted that these adjustments 
could be made on a quarterly, as well 
as an annual basis. For most innovative 
programs, quarterly adjustments would ap­
pear to be the most desirable method of 
providing management guidance. 

The fourth general item of work concerns 
the review of proposals for new types of 
activities and actual requests for the 
establishment of new activrties within 
the system. It seems likely that most 
of the area boards would have a consid­
erable amount of materia"j to review 
in this regard for, perhaps, several years 
after their initial creation. All pro­
grams that would establish a new service~ 
or extensively modify an existing service, 
should be included in this category. In 
most cases, this would consist of hearing 
reports and arguments in favor of different 
ways of proceeding toward the goals of 
the system as a whole, or the more speci­
fic adaptation plan for the particular 
area. 

The area board should, finally, take ac­
tion on any new contracts which have been 
approved by board action. It will be 
suggested that all new contracts.be o~ 
relatively short duration - one year 1S 
almost always too long - and that they 
be subject to further review at each suc­
cessive quarterly meeting until a ~ody 
of experience has developed regardlng 
the activity. In most cases, it is sug­
gested that this will be impossible in 
a period of time less than one and one 
half years. 

SEMI-ANNUAL INTERVAL - The area board's 
minimum work scheCiule also includes two 
semi -annua 1 lien banc il sessions with the 
other 14 governing units within the sys­
tem. The agenda for these semi -annua 1 
meetings was specified in the preceding 
s~ction on the state board. 

ADVOCACY HEARINGS - A final suggestion is 
made that the area boards should provid.e 
an' opportuni ty to a 11 ow per.sons who feel 
. that the system serves them poorly or not 
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,at all to make their wishes known in an 
official manner. Consequently, it will 
be suggested that this opportunity be 
qfforded apart from the regular meetings 
of the area boards. It will be left 
open as to whether such meetings should 
be an official meeting of the area board, 
a committee .of the area board, or even 
some other group who agrees to perform 
this function for the area board. It 
is suggested that the area board·be re­
sponsible for insuring that such hearings 
are held two, three, or four times per 
year in each community within the area of 
jurisdiction. The purpose of such meetings 
is to make sure that matters currently 
believed to lie outside of the established 
responsibilities and operating programs 
of the system are sought and heeded by 
those on the area board. When such matters 
commend themselves to the assumption of 
responsibility by the area board, they 
should be made part of the official adapta­
tion plan for that area. Chart 20 on the 
next page summarizes the -area board's 
minimum work schedule as described in 
the preceding text. 

COMPOSITION AND INTERNAL 
ORGANIZATION 

COMPOSITION - The composition of each 
area board consists of two classes of 
membership: county representatives, 
and categorical or "at large" represen­
tatives. The group of county represen­
tatives are the majority on each board, 
while the at large representatives re~ 
present a distinct minority. 

COUNTY REPRESENTATIVES - The pri nci ple 
of county representation on the area 
board was consciously and deliberately 
chosen in preference to other possibili­
ties. The commanding reason for includ­
ing county representatives rests on the 
fact that most agencies and most ser­
vices are still organized on a county 
unit basis. The principle was chosen 
in preference to a proportional repre­
sentation reflecting the population of 
various communities or counties within 
an area . 

The county representative are to be chosen 

by a two-fold process. The juvenile 
court judge in each county is responsible 
for nominating three persons from within 
the county for the position. It was felt 
that the juvenile court judge would be 
closely in touch with the needs of the 
county and persons who were performing, 
or capable of performing, valuable 
guidance for the juvenile justice system. 
The list of nominations may also include 
the judge. The nominations are to be pre­
sented to the county commission, repre­
senting the highest public office in each 
county, for se 1 ecti on of the county re­
presentatives. In eight of the ten 
multi -county areas, each county wi 11 have 
a single representative on the area board. 
In two of the multi -county areas each 
county will have two representatives on 
the area board, since the number of 
counti es in the area is too sma 11 to 
provide the desired balance between county 
representatives and the categorical or 
"at large" representatives. 

In each of the four single county areas, 
each county will have 12 representatives, 
each of whom is to be selected in the 
same manner as a single county represen­
tative. 

Each area board member will serve a three­
year term of office, with one-third of 
the terms expiring in each calendar year. 
It should, therefore, be recognized that 
counties will generally only be selecting 
a representative every thi rd year. In 
the case of single county area boards, 
this principle means that ohe-third of 
the county representatives will be chosen 
in each calendar year. In the two in­
stances where a multi-county area·-has two 
representatives per county, the represen­
tatives should be chosen '1 n different years. 

CATEGORICAL REPRESENTATIVES - A number of 
categorical interes~s have been identified 
as important to the /overa 11 strength of 
the area board. These categorical interests 
are-believed necessary for responsible 
and enlightened operation of the board. 
Accord;ngly~ action taken at the Second 
Conference and subsequently confirmed spec­
ifies th~t each area board shall have 
eight additional seats on the board in 
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CHART 20: AREA BOARDS' MINIMUM WORK SCHEDULE 

Meetings of committees, information distrib~ted, 
Executive committee develops quarterly meet1ng agenda 

QUARTERLY MEETING #1 
1. Review information system printout for previous quarter 
2. Review 1/4 of all scheduled evaluations 
3. Review requests for new or revised activities 1-3 
4. Develop plan for adjustments on basis of items 

Meetings of committees, information distrib~ted 
Executive committee develops quarterly meet1ng agenda 

APR . . .. FIRST liEN BANC" MEETING 
All Area Board members expected to attend, agenda items 
listed on chart 1~ 

MAY . . . QUARTERLY MEETING #2 

AUG 

SEP 

1. Review information system printout for previous quarter 
2. Review 1/4 of all t:cheduled evaluations 
3. Review requests for new or revised activities 1-3 
4. Develop plan for adjustments on basis of items 

Meetings of committees, information distrib~ted, 
Executive committee develops quarterly meet1ng agenda 

QUARTERLY MEETING #3 

1 . 
2. 
3. 
4. 

Review information system printout for previous quarter 
Review 1/4 of all scheduled evaluations~) 
Review requests for new or revised activities 
Develop plan for adjustments on basis of items 1-3 

Meetings of committees, information distributed, 
Executive committee develops quarterly meeting agenda 

OCT . . . SECOND liEN .sANC" MEETING 
All Area Board members expected to attend, agenda items 
listed on chart 13 

NOV ... QUARTERLY MEETING #4 
1. Review information system printout for previous quarter 
2. Review 1/4 of all scheduled evaluations 
3. Review reque~ts for new or revised activities 
4. Develop plan for adjustments on basis of items 1-3 

(Nothing in Dec.f . 

The Kansas Juvenile Services Agency 79 

order to alloW the election of persons 
'to represent the categorical interests. 
These representatives are to be chosen 
by the group of county representatives, 
who form the majority and the initial 
membership of the board. The categori­
cal interests which must be included 
are:' 

Law Enforcemen't 
Social Welfare 
Menta 1 Hea 1 th 
Church 
The Juvenile Cdurt 
Education 
Health 
Youth 

There has been a broad agreement that 
an area board must include these inter­
ests in order to insure that all rele­
vant interests within the juvenile jus­
tice field are represented in its de­
liberations. It is more than likely that 
some of these interests wi11 be repre­
sented tn the group of county represen­
tatives:~ However, no specification is 
~ade to ~uar~ntee this. Therefore, it 
1S also/poss1ble that the group of 
county/," representatives may not i ncl ude 
any of-.tb.~·3e interests. For thi s reason, 
eight seats on the board are reserved in 
order to seat persons representing 
these interests. 

, 
The categorical representatives are to 
be selected by the county representatives, 
as regular members·.of the group. Once 
selected, they have thr.ee year terms of 
office with status and authority equal 
to the county representatives. 

An additional spE::iCific recommendation 
concerning this group is that they shall 
be selected with due consideration given 
to the ethnic, racial, and other distinc­
tive characteristics of the population 
of the area. This is a c~nsideration 
which applies at the area board level. 

It seems entirely likely that persons' 
representing these interests may come 
from the larger counties within the area. 
This is not, by any means, assured -

but does seem likely. If all eight re­
quired categories happen to be placed 
on the board through the selection of 
the county representatives, it would be 
possible for the area board to select 
other oustanding citizens Who would 
not necessarily represent categorical 
interests. In this event, it is sug­
gested that the area board should first 
consider those persons nominated by the 
judges but not selected by the county 
commissioners. The board should also 
consider this group first for election 
to categorical representative se~ts. 

Each area board also elects a person 
from its membership (the total group of 
both county and categorical representa­
tives) to serve as its representative 
on the state board. Five area boards 
e 1 ec t two persons to se rve on the s ta te 
board. When this has been done, they 
shall be removed from fyrther responsi­
bility for active participation in the 
work of the area board, and a successor 
shall be chosen. When the person chosen 
to serve on the state board is a county 
representative, the selection process 
for a county represen ta ti ve s ha 11 be 
repeated (the juvenile court judge 
shall submit three names to the "county 
commission for selection). When the per­
son represents a categorical interest, 
the area board shall select someone from 
within the area to replace that interest 
on the area board. The state board re­
presentative of the area board is an im­
portant member of the area board, but 
sha 11 not be expected to serve on commi ttees 
or otherwise take an active part in its 
deliberations. It does seem advisable 
to require this person to attend area 
board meetings in order to accurately 
and fairly represent their interests in 
the framework of the state boarQ. 

Chart 21 on the next page illustrates the 
general composition of all 14 area boards. 

INTERNAL ORGANIZATION - There are two 
general subject areas under internal or­
ganization. The first concerns the officer­
ships suggested for each area board,and 
the second concerns committee organization. 

! i 
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CHART 21: ILLUSTRATION OF AREA BOARD COMPOSITION & SIZE 

,_.-. 

Population 
Area 1970 Census Number of Cdunty 

(thousands) Counties Reps. , . 
1 198.7 9 9 

2 135.3 7 14 

3 119.6 9 9 

4 89.2 "11 11 

5 42.8 9 9 

6 193.1 6 12 

7 113.9 9 9 

8 198.8 11 11 

9 163.4 12 12 

10 106.2 18 18 

11 350.7 1 12 

12 155.3 1 12 

13 186.8 1 12 

14 217.7 1 12 

Totals 105 162 

Four (elected) officerships are specified. 
The board should have a president as its 
chief elected officer, a person who pre­
sides at meetings and performs other 
traditional duties of a president. Three 
vice-presidents are specified: one for 
each major interest are; prevention ac­
tiviti~S~ the crisis programs, and re­
habilitation programs. Each of these 
vice-presidents would be responsible 
for reviewing all activities and inter­
ests within these subject areas as pre­
viously defined. This would insure that 
the major areas of interest have an elect­
,~d officer responsible for concerning 
himself with how this part of the total 
system is working. 

It w,i 11 fur't/ler be suggested that these 
viceipresidentsmight meet annually, or 
perhaps semi-annually, as a state-wide 

Categorical State Board Total 
Reps. Reps. 

8 1 18 

8 1. 23 

8 1 18 

H 1 20 

8 1 18 

.8 1 21 

8 1 18 

8 2 21 

8 1 21 

8 1 27 

8 2 22 

8 2 22 

8 2 22 

8 n 22 c. 

112 19 = 293 

committee. The committee would consist 
of 14 persons in whom other area board 
members have confidence (evidence by 
their election to the position) and di­
rect knowledge regarding the success 
with which programs are being applied 
to the presenting problems. No formal 
structuring is being proposed for these 
groups, but it does appear to be. a fruit­
ful organizing principle. 

The cornmi.ttees required for the area board 
to accomplish the purposes previously 
listed may not be uniform or even similar 
from one area to another. There is a 
temptation to specify committees for 
prevention programs, crisis programs, and 
rehabi 1 itati on programs. T,hi s tempta ti on 
naturally arises from the specification 
of ~ice-presidents for these purposes. 
On the other hand, the adaptation plan of 
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an area board may lend itself more 109i,.. 
cally to formation of committees on dif­
ferent organizing principles - not the 
1 east of which mi ght be county bases for 
committees in the multi-county areas and 
a neighborhood or community organizing 
principle within the single county al"eas. 

u 
An executive committee consisting of the 
officers and 3 other persons elected for 
this purpose is specified. This group 
would meet in the months between the quar­
terly meetings. No other committees ar~ 
suggested as applicable to all area 
boards, and each area board should, there­
fore, be allowed to develop its own in­
ternal committee organization. 

COMMENTARY ON COMPOSITION - Several com­
ments on the composition of the area 
boards as described seem appropriate. 
The first is that no two area boards 
are likely to have the same specific 
compos i ti on, nor will- they have the 
same general internal organization. It 
is believed that this is highly desirable 
since no two areas are exactly alike. 
The deiversity is Viewed .as a positive 
value. 

Some of those who are elected to repre­
sent a particular county will be placed 
in a position of representing more than 
one interest. This is likely to be true 
of those who are elected to represent 
a county but who are the only member of 
a profession or occupational group ser­
ving on the area board. For example, 
a judge may be selected to represent 
a parti cul ar county, but si nce no other 
judges are elected to serve on the area 
board, there will be a natural tendency 
to feel a.responsibility for representing 
the interests of the judges within the 
area. This is perhaps a minor problem, 
but one which will place particular bur­
dens on some indiViduals. 

As with the state board, it is expected 
that the area board will need to take 
some specific steps to insure consistent 
and effective participation of the mem­
bers of the board. The first of the 
considerations in this general category 

are the enactment of attendance - par­
ticipation standards applicable to all 
members of the ?rea board. As was sug­
gested r~gar8ing the state board, mini­
mum attendance .. or participation in 
other official activities of the board 
should be equivalent to attendance at . 
75% of the m~etings and not being ab-
sent two quaPte'rly meeti ngs ina row. 
Committee meetings and other officiallY 
ordered acti vi ti es of the a rea board ~ 
should be allowed to be counted withi~ 
this general framework, even though par­
ticipation at the area board meeting 
should be designed to be as high as possi­
ble . 

Area board members should be remunerated 
for their out-of-pocket expenses in the 
same manner as are members of the state 
board. In most cases, attendance at 
area board meetings would not involve 
overnight stays, so no overnight lodging 
allowance should be necessary. Mileage, 
and a standard fee for attending and 
participating in the work of the area 
board should be allowed - at the same 
rate of remuneration for state board 
members. 

Forma 1 and i nforma 1 a 11 i ances of members\ 
of the area board on particular issues 
may be expected. These alliances will 
be called "blocs." Voting blocs on 
various issues are expected to develop 
at an early date in the developmental 
history of the area board, and to play 
an important part in the decisions emanat­
i ng from the board over a peri odof months 
and years. It may be expected that coun­
ties of small population will tend to 
vote together, and such counti es predom­
inate on all multi··county boards. This 
is a generally unexplored subject area. 
It ;s also possible that some of the cate­
gorical interests also may assume a con-
s i derab 1e mi nori ty strength in the boa rd. 
It is possible, for example, for several 
judges to be elected as the representative 
of.their county and, therefore, constitute 
a sizable bloc. 

A final comment in this section is appro­
priate on the youth representative on.the 
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area board. By their very n~ture, youth 
representatives are not likely to serve 
a full three-year term. Thi,s is expected 
to result from the fact that only the 
ulder juveniles are 1ikelyto be consid­
ered as proper members, and such persons 
are likely to be juniors or seniors in 
high school, and even furt~~r likely to 
1 eave the corrmunttyupon the compl eti on 
of highschool. For this reason, it is 
proposed that youth representatives serve 
only a one-year term as a voting member, 
and to be required to preceed the year 
of being a voting member by a year of ser­
vice as a non-voting member. The purpose 
of the non-voting apprenticeship is simp­
ly to insure that the youth becomes 
familiar,with the business of the area 
board, is available for consultatiQn, 
and is able to acquaint himself oi~erself 
with the other members of the area board. 
No specification has previously been 
made on the maximum age which could be 
considered for a youth representative. 
It will not be suggested that the term 
of voting membership begin prior to the 
18th birthday. This would require that 
the preliminary year of apprenticeship 
would have to begin prior to the 17th 
birthday. All persons who are 19 should 
be considered as either a categorical or 
county representative, rather than a 
YQuth representative. 

QUALIFICATIONS - Since the area board 
has work of considerable importance tg 
accomplish, it is expected that person.s 
elected and selected to serve on it will 
have skills and experience valuable for 
the guidance of a juvenile justice system. 
In view of the fact that the judge is 
making the nominations and the county 
commission is selecting the persons to 
be county representatives, it is assumed 
that only those persons who are well­
qualified to provide leadership will 
be selected. Therefore, some basic 
assumptions can be made regarding the 
qualifications of the persons being 
selected. It is very clear that persons 
should not be selected simply on the 
basis of pol1tical consIderations. It 
is not essential to have IIprominent" per­
sons on the board. Boards to which 

IIprominentll persons are appointed often 
find that these persons do not take an 
active interest in the responsibilities 
of the board. Prominent persons who 
do take such a responsibility are, of 
course, to be highly desired. 

However, even assuming a high degree 
of qualification of the persons selected 
for the area boards, there will be a 
clear need to establi$h pre-training pro­
grams for all area board members. Pre­
service training programs are those re­
quired p,rior to the time that a person 
can be seated and cast a vote in the 
deliberations of the body. The pre­
training programs are intended to pro­
vide a minimum commonality of informa­
tion that will be required to make 
sound responsible decisions. Some of 
the content of such programs will be 
uniform throughout the state, while 
other aspects of the training program 
will be peculiar to the individual 
area board to which the person has been 
elected. 

CONDUCTI'NG'BUSINESS - The conduct of 
business by the area board should ordi­
narily be accomplished through standard 
parlimentary procedures. Unusual parl',i­
mentary procedures mi ght be appropri at~l 
in various circumstances, such as the 
enactment of the general adaptation plan 
for the area, and for positioning the 
board on changes in the comprehensive 
plan effecting all areas in the state. 
A two-thirds vote of the tota1..member­
ship might be required for these very 
basic changes, and there are conc,eivable 
situations in which a polling of the re­
levant interests within the area might 
be very valuable prior to the time that 
the board positions itself. 

AREA DIMENSION PLANNING 

The area board participates in the develop- , 
ment of the state plan both directly 
and indirectly and makes the particular? 
istic adaptation of the state plan to 
the interests, realities, prOblems and 
opportunities existing within their geo­
graphically-defined area. The area board 
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must dev~lop a relatively complicated plan 
in order to fulfill the expectations and 
potential of the system. The area dimen­
sion planning operates within a framework 
that includes literally dozens of agencies 
and servic~s which must be brought toge­
ther in toa system that provides rational 
and logical relationships between locally 
provided servi ces and treatment resources 
outside of their immediate influence (re­
sidential treatment facilities). The 
area dimension of planning is a "function­
al system" that contains all general and 
programmatic elements specified in the 
system model except the residential treat­
ment e1ements. The residential treatment 
elements are (provided as a support to 
the area by the KJSA state level resources). 
The removal of a juvenile from his accus­
tomed community to a residential facility 
is only viewed as a temporary step in a 
much longer process of rehabilitation 
which must find its ultimate solution 
within the community. 

THE PLANNING BODY 

The area board is the authority for making 
all planning decisions within their geo­
graphically designated jurisdiction. An 
important questi on to exami n~ is whether 
the board itself may act as a "working" 
planning body or whether it would dele­
gate much of this work to a committee 
qr to employees and defining their 
planning role as a deliberate body only. 
The resources available to-the area 
boards would obviously influence this. 
However, it will be c~early specified 
that the area board will be responsible 
for all of the specific planning deci­
sions made- no matter who does the 
staff preparation of matter$ fb~ their 
consideration. " 

The area board does inGlude, a~ part of 
its necessary structure, all interests 
which ~r~ felt to be essential in the 
planning process. It is not assumed 
at the outset that ~ach member of the 
area board wjll have a sufficient 
familiarity with planning or experience 
wi.th the system to_functi on as fully 
experi enced planr(e,.rs. 

Th~·resp.onsibility of the planners'is 
qUlte slmply stated: the planning body 
is to insure that all elements identi­
fied in the comprehensive state,!p1an 
are adapted to the realities of the area 
of jurisdiction in a consistent and 
effective manner;; The area board will 
have the opportunity of making specific 
adaptations of the principles to the 
area, {but is not given the authority to 
change the basic elements of the state 
plan - except through one of the semi­
annual lien banc" sessions at which the 
utility of the state plan is examined 
and appropriate changes or modifications 
made on the basis of group~ctio~. 

Chart 22 illustrates the major elements 
of the Area Dimension-Planning Process 
(inputs-process-outputs). 

THE PLANNING INPUTS 

There are two major planning inputs into 
the area dimension planning process~ 
agency reports and requests, and other 
inputs. This section will provide some 
detail commentary regarding the specific 
items within these two general elements. 

AGENCY REPORTS AND REQUESTS - This cate­
gory of planning inputs includes five 
specific items identified below. 

1. ANNOTATED HONITORING DATA from all 
current .. act; vi ti es withi n the respon­
sibil i ty of the agency. The area 
board will, therefore, receive monitor­
i ng da ta in rega rd to every spec ifi c 
function being undertaken as part of 
the system, including residential 
treatment. 

2. REPORTS on unmet needs of recipients 
on unanticipat~d agency problems and 
other matters believed to be important 
but not included within the monitoring 
data from the authorized activities. 

3. REQUESTS FOR ;A;UTHORIZATIONS from all 
agencies performing, or wishing to 
perform, a specific function within 
the total delinquency pr~vention and 
control system. The requests for author-

';; 
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izations are to be placed in a stan­
dard format for consideration. 

4. EVALUATIONS - Each agency shall be 
asked to produce internally-co~du~ted 
evaluations on a scheduled basls 1n­
suring that each specific function 
within the total system would be 
~valuat~d in this manner at least 
once every three years. 

5. ADDITIONAL REPORTS on matters requir­
ing attentiortat this or. the state 
dimension should be subm1tted to 
the area dimension planners whenever 
a need i~ perceived. 

OTHER INPUTS - Four other kinds of in­
p~ts may be ~xpected at various time~ 
but not necessarily .on a r,gular baS1S. 
Each of these inputs is bri ef1y character­
ized below. 

1. LONGITUDINAL EVALUATIONS of 
the effectiveness of specific 
function activities should 
be commissioned and reviewed 
on a schedul~d basis .. These 
studies are not listed under 
the agency input since they 
are more valuable if pre­
pared by persons with an inde~ 
pendent view point. 

2 COMPARATIVE PROCESS ANALYSES 
. on current procedures within 

the agency in order to deter­
mi ne the effi ci ency of super­
vision and administrative 
support of d1tect services 
should also be provided apart 
from th~ self analysis done 
by the various agehcie~. 

3. RECIPIENT'S PERCEPTIONS - The 
area board should make a con­
sistent effort to obtain di­
rect information from those 
who have been provided with 
services, or which are scheduled 
to receive services. This chan­
nel of communication should 
exist independent of the agen­
cies performing actual services. 

4. MANPOWER INFORMATION - The ar~a b?a~d 
should be apprised of the ava11abll1ty 
of manpower, the necessity for train­
ing, and should accrue informatio~ 
on manpower in order to make pred1ct­
ions for·the future. This information 
is essential t6 the proper function­
ing of the system. : 

5. DISTRIBUTIVE SYSTEM INPUTS - A further 
input category here consi~t~ ?f the 
inputs from resource acqu1 Sl t' on chan­
nels. Principally, the resoorce ac­
quisition channels will be directed to 
the state board and KJSA. The concerns 
will include the availability of funds 
and personn~ 1 .and conditi on~ affecti ng 
theavailab,11ty for a part1,:ular ar;ea. 
It ;s also important to conS1der federal 
sources of funds in th i s genera 1 ca te­
gory. 
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THE PLANNING PROCESS 

The planning processowill consist of a 
number of discrete steps, each of which 
is important and is relatad to the 
kinds of planning processes identified 
in the other three dimensions of plan­
ning (state, agency, professional worker). 

1. The planners must acquire several, 
planning tools in order to carry out 
the work necessary in the area plan-
ning dimension. 

a. The system model and comprehensive 
state plan are essential planning 
tools. 

b. Separate analyses of all agencies 
responsible for any part of the 
delinquency prevention and control 
system in the area. Such analyses 
are to provide a complete picture 
of the agency with specific descrip­
tforis of the various functions 
carried out as part of the; del in­
quency system. 

c~ A model of the specific adaptations 
U of the state plan to the area of 
consideration'dev~loped previous­
ly must be available. If this 
model has not been developed, the 
first task is to insure that it 
is developed. 

d. Other planning tools used in 
other dimensions of planning will 

. also be necessary or useful. 

2. The first step ~fteracquiring the 
necessary planning t001s is to study 
the monitoring data from all agencies 
and specific functions being conducted 
as part of the area system. The moni­
toring data should be inve~tigated 
where an indication of performance 
varian~es for projected plans exists. 

\\-
.'-.-

3. The third step in area dimension plan­
ning is to study and begin an evalua­
tion of all requests for authoriza­
tions for futvre activities from 
agencies within the system. In some 

cases, such requests will be present­
ed on an annual basis,and in other 
cases on a more frequent basis. 

4. The area dimensien planners should next 
develop an informed View of the over­
all functional efficiency of the sys­
tem within their area of·jurisdiction. 
This requires informed evaluative 
judgements that shOUld be reviewed 
for accuracy at some subse~uent date 
in order for the area dimension plan­
ners to measure their own ability to 
make value judgements. . 

5. The area dimension planners would also 
relate any summarizations of unmet 
needs of which they have been made 
aware by agencies or other planning 
inputs to the delinquency system 
within their area. This may involve 
investi~ation of matters not ordinar­
ilya subject of regular reporting. 

6. The planners should next determine 
the value judgements regarding re-
sults and individual agencies within 
their area. These value judgements 
should be recorded for future reference. 

PLANNING OUTPUT 

There are two basic planning outputs from 
the area dimension planning body. The 
first of these is called external affairs 
and concerns the relationship of the 
area dimension planners with the State 
Board and the KJSA and the communi ti es 
wi thi ntheir area. The second type of 
output is called internal affairs and 
addresses attention to administrative and 
leadership matters necessary to have the 
system function properly. 

1. The external affairs portion of the 
planning output include monitoring 
data, summari.zations of unmet needs, 
requests for authorization, performance 
projections, and community relations 
acti vi ti es . 

a. The factual portion of the external 
affairs concerns transmitti ng in­
formation about the performance of 
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the system in changing recipi~nt 
characteristits in the most re­
cent report, and cumulatively;. 

b. Another factor of importance is 
the summarization of unmet needs 
of persons within th~ purvie~ 
of this planning body. Such reeds 
may be those reported by thei:lgen­
cies within the area. or which 
have developed directly from the 
recipient input. ' 

c. A very basic type of communication 
is the request for authorization 
of further activities and projects 
from the State Board. This genr:ral 
category also includes requests 
for trained and experienced pe~­
sonnel. 

d. Another important method of commun­
ication to the State Board is the 
performance projections of the 
system within this area that can 
be used by the State Board in 
developing state-wide allocations. 

e. Community relations activities are 
very likely to pe important in a 
majority of areas - at least oc­
casi onally. 

2 .. Internal affairs are those which con­
cern the area dimension planning 
bodyfs relationship with the agencies 
responsible for carrying out the speci­
fic kinds of relationships that ca~ 
be described are: instructions, 
allocation, coordination, and issue 
resolution. 

a. InstrUctions to agencies within 
the system regarding their ,ser;­

" vices are obviously important. 
Such instructions are not expected 

Lto be frequent or detailed. 
\, 
'\\ 

b. I'he all oca ti on of resources for 
specific functions to specific 
agencies is a major product in, 
the internal affairs field of 
view. 

c. Coordination of efforts between 
agencies within the area system 
is another internal affairs chal­
lenge Which may assume a large, 
degree of importance;n some 
situ at ion s . 

d. The area dimension planners are 
responsible for the resolution 
of inter-agency planning or op­
erational issues that arise. 

EVALUATION OF THIS PLANNING 

The only fair and accurate measure of 
this area dimension planning is to be 
found in a longitudinal analysis of 
the way in which the system actually 
accomplishes its purposes. It is re­
cognized that the total accumulation 
of knowledge and technique will have an 
important bearing on this. The detailed 
elements and specific points that have 
been illustrated in the preceding text 
are simply a way of moving toward the 
goal of making-the system operationally 
effective. In other words, the evalua­
tion of this planning should focus less 
on the process that has been used than 
the results that have been recorded. 
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CHAPTER 3 

STAFFING THE SYSTEM 

Page 91 
INTRODUCTION 
The KJSA will, necessarily, employ certain staff members.to carry ou: 
its responsibilities at both state and area l~velsi t~O l~~ur~oat~~r 
ect understanding of the size of the ~gency ~n re a 10ns lp _ 
~ther activities within the system, thlS sectl0n presents a.reason 
ably complete listing of the number and kinds of staff requ1red for 
the KJSA and the system as a whole. 

GENERAL ADMINISTRATION Page 95 
This section is concerned with the chief administrative position and 

~~t~h~~~ ~~!~~1~~! ~~S~!;~~i~e~Oi~h~e~!~e~Fr.~:si~ef~~~~~~~'f~minct 
responsibilities, relationship to others w1th1n an ou Sl e 0 
agency, qualifications, pay, and other considerations. 

Page 104 SUPPORTIVE SERVICES 
The centralized services established to supp~rt all agencies~ offices, 
and institutions with responsibility for del1nquen~y prevent1~n an~zed 

t 01 are described in this section. These servlces.are ca eg~rl 
~~nf~lloWS: personnel, training, information, evaluat10n

d
, planbryl1~f~ 

. E h' d ibed in terms of the number an capa 1 1 les 
~~dt~~S~:~~onn:~ r~~ui~!~: and related to the administrative director 
responsible for the serVlce. 

RESIDENTIAL TREATMENT PERSONNEL Page 108 
The personnel required to operate the presen~ and project~g.~~~iden-
ti a 1 treatment facil i ti es th~t are ~o be a dl rect r~!Sporys1 ~e~d~ n 0g:: 
the KJSA are described in th1S sectlon und~r t~e follow:ng 
Boys' Industrial S~h~o~, Atchison Annex, Glrls Industr1al School, 
large regional facl11tles, and KJSA Intake. 

OTHER STAFF Page 110 

There are some other areas of a~t~v~ty that may sug~est or even re­
quire the assumption of responsib1l1t~ by t~e ~JSA 1n Ptr~ference iOd 

. The criteria for mak1ng th1S Judgemen ls.presen e 
:l~~~a~i~~e~~~e examples of how this possibility can contr1bute to 
the ultlmate objectives of the system. 

Page 115 
INITIAL OPERATIONS 
In the first year following creation of the KJSA, a great ~eal of 
development work ~ill be,required before full-scale 0~~ratl0ns can 
be initiated. ThlS sect10n specifies first year stafflng and costs. 
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SECTION 1: INTRODUCTION 

The system we are describing will direct­
ly employ, and otherwise utilize, a Very 
1 arge number of persons. A majority of 
the employees specified in the overall 
plan will be new persons not now engaged 
in these activities, necessitating the 
description ofa cqmprehensive staff de­
velopment plan. KJSA employees will con­
stitute the largest single group of staff 
members in the system (largely because 
of their residential treatment responsi­
bilities). For this reason! and because 
the KJSA employee group should serve as 
the standard for other employment con­
siderations, the material in this chap­
teruses this group as the basis for de­
scribing the essential considerations of 
staffing the system. 

Some assumptions underlying this presen­
tation should be identified. The first 
of thes.e is that the placement of the 
KJSA with; n the family of state agencies 
is not, yet, specified. The placement 
of th~ agency would obviously have a sig­
nificant effect on the kind of personnel 
structure within the agency. At this 
point, it will simply be assumed that the 
agency will be placed in a pOSition of 
relatively independent and high visibil­
ity status, and will not be an insigni­
ficant and unnoticeable part of some 
larger agency. 

Consideration of the placement of KJSA 
by our advisors resu1ted in the recommen­
dation that it should be under the Board 
of Social Welfare. and have equal status 
with the Division'of Institutional Manage­
ment and the Division 'of Social Welfare . 

This general subject must also include 
consideration of residential treatment 
facilities staff currently under the 
Division of Institutional Management. It 
must be understood that no attempt is 
being made here to remove present and 
proposed institutions from DIM responsi­
bility. Since these facilities are an 
important part of the overall system, it 
is believed that they should be discussed 
along with ~ny other staff members who 
are to, be employed by the state. The 

residential treatment arrangements would 
be providedcthro·ugh 'j nter-agency a:rrange­
ments and contractual relationship~. 
This latter point will not receive further 
attention in the text that follows, ~ut 
the reader shoul d be aware that it is \ 
a possibility. 

Four established services operated pre,­
sently by the state will continlle to be 
a part of the overa 1'1 system. These 
four services include the Boys' Industrial 
School at Topeka, the Girls· Industrial 
School at Beloit, the Atchison Annex of 
BIS in Atchison, and the various supporting 
services for these institutions. 

Four new service-providing units are 
specified in Volume IIr as part of the 
system. These are the three regiona1 
rehabilitation facilities and the KJSA 
(or residential treatment) Intake (860) 
element. The details regarding the 
specific function of these programmatic 
elements is described in the preceding 
volume. 

It will also be necessary to establish 
new administrative and supportiv.e ser­
vices in order to implement the geheral 
expansion of the juvenile justice system 
in the state. These new administrative 
and supportive services relate to the .. 
state and area boards, and functions such 
as research, evaluation, and prevention 
program coordination. 

The magnitude of these responsibilities 
can only be discussed intelligently When 
they have been enumerated and specific 
proposals concerning the number of staff 
members and their qualifications have 
been described. It is the purpose of 
this chapter to enumerate, discuss, ex­
plore, and propose for consideration of 
our planners, the typf;! of staff which 
is necessary to carry! out functional 
responsibilities previously described. 

CORRECT UNDERSTANDING REQUIRED 

The first tas'k in developing an accurate 
understanding of the staff which will be 

\ c., 
, " 
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requi red, is to develop a very general 
description of the broad areas of respon­
sil ibity that are necessary for the 
~ystem, and in which previously estab­
lished positions in this planning effort. 
are reflected. The bro~d areas of re­
spons i bi 1 i ty wi 11 be summarjzed into 
four general headings: 

1. LEADERSHIP SUPPORT - This function 
is to provide the high quality of 
staff support of the area and state 
boards. 

2. RESIDENTIAL TREATMENT - Th'j s area of 
responsibi 1 i ty concerns the full l~ange 
of matters which were gixen detailed 
expression in Chapter 5 ~f Volume III. 

3. SUPPORTIVE SERVICES - This general 
category includes the kinds of programs 
withi n a 11 of the communi ti es of 
Kansas, including those matters which 
affect the provision of all services. 

4. FINANCIAL - This area of functional 
responsibility concerns the financial 
integrity of the system as a whqle. 

The ~elBtionship of these functio~s to each 
other and the overall system requfressome 
COlTlTlent. The leadership support :function 
is necessary to make it realistical1y 
possible that there can be effective man~ 
agement of the system as a whole. As 
has been clear from the preceding chapter, 
there is a heavy emphasis on the manage­
ment of operations by the fifteen boards 
which have been specified. Such boards 
can rarely function without a high quality 
of staff support. The KJSA staff speci­
fied for this function is to consist of 
persons of considerable abilities and 
broad experience with the juvenile jus­
tice system. 

The residential treatment function isa 
part of the overall treatment system. 
the residential treatment staff are part 
of' ,the same overtllleffo~t as are thos.e 
involved in the system in local communi­
ties. The supporting services staff is 
responSible fo~ providing the kind of 
ind i.rect servi ces needed by all of those 
who dealdirectly with delinquents and 

p~e-delinquents. Finally, the financial I 
function is self-explanatory; insuring that l i 

~ll financial transactions preserve and :1" 

reflect the kinds of cont~ols and manage-
ment of fi nances necessary for overall -! 
effE:1ctiveness. :! 

: I 
Chart. 23 on the next page summari zes 
these areas of functional responsibility 
according to the descriptions. given im­
mediately above. 

After dl~termi ni n9 the broad areas of 
functional responsibility, the next task 
is to identify the individual jobs 
which may exist within these broad areas. 
It is necessary to clearly and accurately 
set forth the major function of each 
staff member. That will be done begin­
ning with the chief staff member. It 
will then also be necessary to illustrate 
the kinds of specific tasks that each 
staff member will perform, to give some 
substance to the general description of 
the major function. Next, it will be 
necessary to describe the various relation­
ships and dependE~,ncies involved in each 
of these jobs. Each dob will require the 
development of supervisory relationships 
with other persons and will involve depen­
denc; es on sup-eri 0\17 authority. Fi na 11 y, 
the qualifications, pay, and any, other 
conSiderations which may be important 
regarding each job must also be stated 
in m'der to give a complete understanding 
of the intention for creating it. 

After!this task has been completed, it is 
possible to summarize the total numbers 
of persons who will be involved, the lo­
cation of their m~jor responsibilities. 
and the cost of supporting the staff speci­
fied. It is only then that the size of 
the pro~osed staff and the results which 
might be reasonably expected from their 
efforts can be intelligently discussed. 
This chapter will explore some of these 
specifications and summarizations. 

STATE EMPLOYMENT 

Since all KJSA staff members are to be 
state employees, an analysis of the ad­
vantages and disadvantages of state em­
ployment may be useful, 

i 
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CHART 23: KJSA FUNCTIONAL RESPONSIBILITIES 

The four general areas of functional responsibility for the KJSA staff are: 

1. LEADERSHIP SUPPORT 
Staff support to the state and 
area boards, liaison between 
t~ese leadership bodies, execu­
~:on of enacted policies with-
1n the staff structure and 
inter-agency relationships. 

3. SUPPORTIVE SERVICES 
Provision of indirect services 
to direct service agencies' in­
formati?n, research, training, 
prevent10n consultation, per­
sonnel, and professional certi­
fication. 

U.sua,l1y cited as the chief advantage of 
employment by state government is the 
stability of the employment structure. 
The stability Which emp10yment with the 
state government can provi de is genera lly 
~egarded as a very positive asset. The 
state of Kansas has a well developed 
civil service employment structure that 
~ro~otes and fo~ters employment stability. 
It 1S also posslble to assign persons to 
Various tasks within a relatively large 
group of employees in order to develop a 
broader experience that.is generally not 
possible in small employment structures. 
This could be avery considerable advan­
t~g~ if the KJSA becomes" i nvo 1 ved in pro­
v1dlng some direct services, and it is 
expected to be valuabli in the su~porting 
services and leadership support of func­
tional responsibilities. Persons can gain 
valuable experience in various parts of 
the state and in various jobs without 
being required to change their place of 
employment. 

There are also some disadvantages to state 

2. RESIDENTIAL TREATMENT 
Provision of direct services 
to a small fraction of those 
within the control portion of 
the system; operation of resi­
dential treatment facilities, 
contracting authority for pur­
chase of services from other 
ag'enci es . 

4. FINANCIAL 

Budgetin~, cost-analysis, ac­
counting, disbursements, pur­
chasing and property control. 

employment which should be squarely faced. 
Prob~bly th~ most obvious and frequently 
mentloned ot these are the inherent dif­
ficulties of bureaucracies. These dif­
ficulties are well documented in litera­
!ure, a~d tequire an a) most eternal vig-
11 ance 1 f they a re to De avoided. Re­
lated to this 1S the fact that state em­
ployment can develop an insularity and 
unresponsiveness to changes in condi-
tions and Situations. Unr~sponsiveness 1s 
c~e~rly inimical to the operational neces­
sltles of the system as it has been de­
~cribed. Fina~ly) s~ate employment usually 
1nvolves salar1es wh1ch are noticeably 
low in comparison to other employment 
possibilities. Though many people are 
wi'll i ng to accept a lower rate of pay in 
return for the greater stability of a 
particular job, many are not. 

DESIGN PHILOSOPHY 

O~e of the major design philosOphies re­
flected in the following material is the 
c'reation of .a smal1 groilp of persons of 

r , 
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CHART 24: PROPOSED KJSA GENERAL EMPLOYMENT 
CLASSIFICATION SYSTEM 

DESCRIPTIONS OF THE EIGHT CLASSIFICATIONS: 

1. KJSA DIRECTOR (only 1) 

2. ASSOCIATE DIRECTORS (7) 
Administrative positions o! co~sider~ble i~portance) 
requiring extensive expert1se 1n var10US f1elds: 
coordination of area programs, development and eval­
uation of prevention program~, coordination ?f.re­
sidential treatment institut10ns, and superv1s1on of 
supportive services. 

3. ASSISTANT DIRECTORS (23) 

SALARY CLASSES (Ex­
pressed in thousands) 

24~_ 
23~ m 
22 

21 

20 

19~~ 

Administrative positions with more narrowly ~~fi~ed 18 <><XN<'VN.'V' 

responsibilities: Area Directors (1~), Instltutlonal 
superintendents (large) (5), Preventl0n programs de- 17 ~~Ld~ 
puty, Personnel, Research, Financial department heads. 

16 
4. UNIT DIRECTORS (28) 

15 
Administrative and specialist positions with well de­
fined responsibilities: Afea Rehabilitation Directors 14 
(14), Institution~l superi~tendents (sma~l) (4), In­
take 806 (4); Tra1ning off1cer, Informat10n system, 
vo 1 unteer recruitment ,auditors (3). 

13 

5. SENIOR SPECIALISTS AND SUPERVISORS 
12 

A general classification for persons with an ~.~ .. and 11 
directly relevant experience and proven capabll1tles: ~~ 
the JSW supervisor, "institL!tional positions, and a 10 ~~&g 
variety of other specialists. 

EXPERIENCED SPECIALISTS 
A general classification for persons w'ith c?nsiderable 
relevant experience or the entry level for lnexper­
ienced M.A. holders. The probation supervisor and 
most JSWs. 

7. SPECIALISTS 
The entry level for professional workers, the minimum 
standard being a B.A. or equivalent: probationcmm­
selors in the lower range (8,000 - 9,000) and JS~Js 
in the upper range (8,500 - 10,000). 

8. PARA-PROFESSIONALS 
From mfhimum wage to 8,500 per annum (numerous) 

9 

8~~ 

7 

6, 
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considerable authority and responsibility. 
The qualifications for the principal 
staff group are specified at .a very 
high level. This produces a concentra­
tion of persons who will command relative­
ly high salaries. This concentration of 
highly paid staff members will probablY 
attract a good deal of attention and sbme 
harsh criticism, but our advisors have 
felt it is an important principle that 
must be allowed to stand, even if criti­
cized. The design bf the staff along 
these lines was deliberately chosen, and 
is based on the realization that the more 
typical organizational plans (which often 
do not include a concentration of highly 
·paid staff members at the top) do not 
generally work very well. It will also 
be noted that other comparisons of salaries 
paid to public officials in Kansas clearly 
indicate that this concentration and the 
salary ranges proposed later are not ex­
orbitant. 

The design philosophy of the employment 
structure also includes the "ladder" con­
cept of employment structuring. The gen­
eral employment classifications in the 
employment structure have ovetlaps with 
the higher and lower classifications and 
a.void creating "unbridgeable chasms" 
that would prevent a normal progression 
or promotions for those within the staff. 

'fhere is also a heavy emphasis on II pro_ 
fessiohal" providers of service in this 
plan. The term II professional 11 is used 
ina very general sense, since there are 
no recogr1'i zed profess ions for some of 
the specified jobs. However, the inten­
tion is to indicate that p.ersons should 
be highly t.raine,J and well qualified prior 
to being considered eligible for various 
positions. 

On the other hand, mention should be made 
that" both para-professionals and volunteers 
should be used to the fullest pOSSible 
extent. In most cases, such persons should 
be used as an eitension of the skills of 
the professional staff members who remain 
responsible for the servicesheing provided. 

Chart 24 on the preceding page proposes 
a KJSA general employment classification 
system. The left column gives the generic 
terms to be attached to each of eight 
employment classifications and provides 
examples of jobs to be included in the 
general classification, along with pre­
liminary estimates on how many persons 
might be included in each classification. 
In several instances, these general classi­
fications would include two or more speci­
fic salary sc.hedules. The right column 
of the chart indicates the range of salary 
in each of the eight general employment 
classifications. 

SECTION 2: GENERAL ADMINISTRATION 

The general administration of the KJSA 
includes those persons directly respon­
sible for the supervision of functional 
responsibilities: leadership support, 
residential treatment, supportive ser­
vi'ces, and fi nanci a 1. Thi s group is com­
posed of the KJSA director (level 1) and 
the 7 KJSA associate directors (level 2). 
Thi s group' of staff members wi 11 be re­
ferred to by the term "pri nci pa 1 staff 
members.1I They are, accountable for de­
termining the kind and number of staff 
required to execute the policies of the 
board and fulfill the requirements of 
statt~ statutes. 

The KJSA director is responsible fOI" the 
supervision and direction of the associate 
directors. This person is responsible 
chiefly to the state board, although other 
dependencies are expected, according to 
the placement of the agency within the 
framework of state government. 

Seven associate director (a generic term) 
positions are proposed. Three of them are 
to be responsible for coordinating and pro­
Viding support to tbe area boards through­
out the state, and are given the title of 
"area coordi nator." A coord; nator of re-
si denti al treatment, a program accountabil ity 
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coordinator (whose responsibilites include 
supervision of personnel and research 
departments) and a prevention programs 
cpordinator is proposed to insure that 
prevention programs are given the highest 
possible level of staff support and di­
rection. Finally, a comptroller is 
specified to provide the leadership neces­
sary in the financial field. 

Chart 25 on the next page illustrates 
the principal staff members and their 
immediate responsibilities in terms of 
other staff members or departments. 

There are other persons whose pay and 
qualifications should be recognized as 
similar but are not being included for 
discussion in this section. Some of 
these persons may, indeed, command a 
salary larger than the ones specified 
here. For example, it is expected that 
psYchiatrlsts will be involved in resid­
ential treatment and that others might 
be used as conSUltants. The established 
rate of pay for psychiatrists of con­
siderable experience and ability ~s 
above that specified for some of the 
pri nci pa 1 staff members. There n;<AY be 
other persons who are recognized special­
ists who also might command a salary 
higher than that of the administrator re­
sponsible for utilizing their talents. 
Such persons are those who perform a 
IIstaffH rather than a IIline" function 
within the system. Some mention is 
made of staff members in these positions 
in Section 5 which follows. 

I 

THE DIREfTOR 

PRINCIPAL FUNCTIONS ~ The KJSA director 
is to perform three principal functions: 
executive director of the state board, 
director of staff activities, and general 
leadership for the agency and its inter­
ests. In the role of executive director 
of the board, the director is responsible 
for executing all enacted board policies. 
Secondly, the kJSA director is the staff 
member ultimately responsible for staff 
performan,ce. Y Recogn i zi ng that much of 
this responsibility wi~] be delegated, 
the state board (and other established 

interests) must have a person whom they 
can hold responsible for staff performance. 
This person is to be the KJSA director. 
Thirdly, the KJSA director is expected 
to provide general leadership for the 
staff of the agency. Though this is a 
vague concept, it is expected that (es­
pecially in the first few years) a very 
positive sort of staff leadership Itt-ill 
be highly important to the functioning 
of the system. This should not be con­
strued to mean that the KJSA director 
must provide leadership for the 15 boards, 
but only within the staff structure. 

SPECIFIC TASKS - In carrying out these 
three principal functions, several speci­
fic tasks can be identified. The first 
of these is the staff support which 
the director himself provides for the 
state board. The director is personally 
responsible for accomplishing a number 
of tasks that will give the state board 
a proper foundation of facts and sound 
interpretation on which they can base their 
decisions. It is recommended that the 
director develop a written monthly report 
to serve as the primary vehicle for this 
purpose, and that this be duplicated and 
distributed widely throughout the system. 

The director is also to be responsible 
for arranging other sorts of support for 
the state board. In most cases, this 
will consist of developing an overall 
design for keeping members of the state 
board apprised of ail responsibilities and 
interests. In most cases, this can be 
accomplished by scheduling other staff 
members who have important information 
to share with the board. It should be 
emphasized that this specific task should 
be designed in such a way that no import­
ant responsibility or interest fails to 
receive attention at least annually. 

The director is also responsible for 
implementing the policies enacted by the 
state board. The typical method Qf accorn­
plis~ing this task is simply to issue 
the proper detailed instructions to other 
persons within the staff structure. It 
will be emphasized that ail state board 
policies relating to the operation of 
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CHART 25: THE PRINCIPAL KJSA STAFF MEMBERS 

(5) 
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the system should specify the interval 
on which reports on p~ogress in carry­
ing out the policy are to be expected. 

Closely related to the previous task 
is that of the direct supervision of 
the work of 7 associate directors (illus­
trated in Chart 25 above). The director 
is to be personally responsible for 
this supervision, a responsibility that 
may ~ot be delegated. The 7 associate 
directors, in turn, are responsible 
for the supervision of their various 
defined job responsibilities. It will 
be suggested that each of these associate 
directors also be allowed to relate direct-
1 y wi th commi ttees or offi cers of the C 

board, but that the ultimate responsi­
bility for their supervision be vested 
in the KJSA director. If a controversy 
Qt' conflict should develop between an 
associate director and some person or unit 

G. r. S. RESEARCH 

REGIONALS 

AT(;HISON 

OTHER & PRI 

INTAKE 806 

of tne state board, the proper method 
of its resolution should be to reestab­
lish the sole authority of the KJSA di­
rector over the actions of the associate 
director until the situation has been 
satisfactorily adjusted. 

The director shall also be responsible 
for meeting with the area boards, no less 
often than once a year, to insure communi­
cation between the state unit of staff 
and the area boards. It would be more de­
sirable if the director could meet with 
each area board twice a year, onia reg­
ularly scheduled basis. It is absolutely 
essential that proper channels of communi­
cation remain open between the area boards 
and state unit of staff, as well as with 
all other leadership and operational ele­
ments within the system. The Area Coord­
inators will be a major asset· in fulfilling 
this responsibility. 
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The KJSA director will also be respon­
sible for preparing legislative proposals 
for the system as a whole. In the fall 
of each year a comprehensive request for 
aothorizations and appropriations shall 
be prepared, following the en banc 
meeting of all fifteen boards. It shall 
be the KJSA director1s task to insure 
that the directions and other expressed 
wishes which arise from the en banc meet­
ing are prepared. A similar task in the 
spring will be to provide an operational 

.plan that clearly reflects any actions 
taken by the legislature in that year as 
well as the directions and expressed 
wishes from the spring en banc meeting. 

RELATIONSHIPS AND DEPENDENCIES - There 
are at least two nearly co-equal depen­
dencies affecting the KJSA director. The 
fi rs t of these is the dependency re 1 a ti on­
ship to the state board. The second is 
the dependency relationship to some other 
staff member or officiaJ within the exe­
cutive branch of state government. The 
director will have to serve both of 
these interests, which may diverge at one 
or more points. It is generally thought 
to be impossible to avoid having the 
KJSA di rec tor res pons i b le to some offi­
ci a 1 ·i n s ta te government;" Many wi 11 
clearly recognize the argument that it 
.woul~ be' undesirable not to have this 
deperidency. On the other hand, the 
state. board is the primary guiding in­

.. fluence over the development of the sys-
tem, and the KJSA director must serve 
this board faithfully and effectivel~. 

It also seem likely that the director 
will also need to relate to some committee 
of the state legislature. This may, or' 
may not,be an important role. It would 
be preferrable to have the state board 

- as a whole develop this relationship. 
However, it must be recognized that the 
s ta te ¢~,gj.s.laJure provi des its own, de­
finition-o~f-::v"hO it wtshes to provide it 
with the facts and interpretation that 
;"t"will use in developing legislation ari1d 
ma~ing apprgpriations. It is generally 
conceded that the state legislature must 
have this authority if it is to carry 
out its legislative responsibility. 

The KJSA director will, as previously 
mentioned, provide direct supervision of 
six associate directors. It does not 
seem proper to structure in any further 
staff supervision responsibilities other 
than these .. 

;i 
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QUALIFICATIONS - The primary qualifica­
tions for this task is successful ex­
perience in administering a large state 
agency or some other equivalent multi­
faceted human services agency. This ex­
perience should be directly equivalent in 
terms of the numbers of functions super­
vised if at all possible. If this is 
not possible, the minimum leve' of pre- ~ 
vious work experience should have been 1 
at the immediately lower level of respon- 1 
sibility. It is also believed to be 1 
important to have a very broad fami 1 i ar- { 
ity with the juvenile justice system in 1 
this state, or in some other state whose 1 
organization of the system at least approx- i 
imates that specified here. 1] 

CLASSIFICATION - The employment classi­
fication for the KJSA director is 1. 
This person is the only ?taff member 
designated at that level. 

AREA COORDINATOR (EAST) 

PRINCIPAL FUNCTION - This position will 
be designated as ACE and is primarily 
responsible for coordinating all respon­
sibilities and interests of the KJSA in 
areas 1, 7., l3~and 14 from a Kansas 
City area base. It is to be noted that 
the coordination includes all aspects of 
the system. However, adjustments in the 
manner in which residential treatment ser- ' 
vices serve these areas shall be channeled 
through the Residential Treatment Coord­
inator, whose responsibilities are e~umer­
a ted later in thi s section. The ACE wi 11 
also be responsible fOfc;:onsultatii(ng with 
and advi s i n9 four a rea boards. TI\\i s re­
spo. nsi bi 1 i ty will begi n wi th the ~2qui r-2-
mel)t for attending every area boay'id meet-

c ing, and most of the committee me~tings 
r.· ca lled by the vari ous boards. The thi rd 

of the principal functions is the direct 
supervi~ion of four area directors. 

1 
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SPECIFIC,TASKS - There are several speci­
fic tasks which will be necessary to carry 
out the principal functions noted above. 
The first of these is monitoring all as­
pects of the prevention and control system 
~n this designated area. Monitoring is 
lntended to reflect regular review of all 
information produced as a result of the 
operation of the system. Though the pro­
duction of this information is basically 
the responsibility of the area director, 
the A~E will be responsible for insuring 
that lt is produced on schedule and with 
accuracy and i ntegl"i ty. 

The ACE is also responsible for conducting 
or arranging for specific evaluations 
of the upper and lower quartiles of per­
formance of the services within the area. 
This means that specific evaluations 
must be conducted or contracted for those 
programs which appear to be outstanding 
and those which appear to be poor or in­
effective. These evaluations are to be 
based on pctual performance records and 
on a definite but flexible SChedule. The 
reports of these evaluations shall be 
reported no less often than every three 
months to the state. board~ 

The ACE shall also consult with the area 
board officers and committee chairmen on 
a regular basis and according to estab­
lished guidelines. This person shall also 
be available, at the request of an offi­
Cer o~ committe~, to meet on an unsche­
duled basis. 

The ACE shall serve as a resource for 
. the state board and state unit staff in. 

regard to any of the responsibilities 
within his or her designated area. Accom­
panying thjs, it is. fruitful to consider 
the ACE to be ali ai s6n between the s ta te 
board and staff and the ay'ea board and 
its cooperating agencies. . 

The ACE shall also direct and support 
the practical work of four area directors. 
Though each of thes!:! ar~~t'direct6rs is 
al~oresponsibl~.for re'itin~difectly 
to their area. board, they sha.'11 also have 
a relationship (within the staff struc­
ture of the KJSA) to th~. executfve 

branch of government and the ultimate 
policy making authority within the sys­
tem. 

RELATIONSHIPS AND DEPENDENCIES - The ACE 
shall be directly responsible to the KJSA 
director for performance of duties. 
This is the primary relationship which is 
not mitigated or diluted by any other 
major responsibility. The ACE serves 
as an extension of the responsibility 
residing with the KJSA director. How­
ever, it is expected that the area coord­
inator shall secondarily serve the in­
terests and concerns of the area boards. 
Though this relationship is not as direct 
as that with the KJSA director, it is 
important. It will be necessary for the 
area coordinator to be sensitive and 
flexible in his approach to his job 
to fulf'ill this responsibility well. 
The area coordinator also is the super­
visor within the staff structure for 
the area directors. 

QUAUFIC/~TIONS - The minimum qualifi­
cations for this position will be speci­
fied as five years experience in public 
or pri~ate social aQency directorship 
or highly responsible administrative 
position. Though it does not,seem wise 
to definitely specify the size of the 
agency within which this experience has 
been gained, it does seem wise to suggest 
that the area coordinator should have 
had severa 1 professi ana l'istaff members 
and a diversity of responsibilities. It 
is also important for this person to 
have some familiarity with the juvenile 
justic~ system . 

CLASSIFICATION - The specified classifi­
cation for this position is 2 (one of the 
7 positions so specified). 

AREA COORDINATOR (CENTRAL) 

PRINCIPA~ FUNCTION - This person is respon­
sible for coordinating the responsibilities 
a,rd interests of the KJSAr~;n Area 2, 3, 
4, 5 and 12 from an offic~ in Salina. 
The position is directly comparable to 
that of theACE,except that it covers 
a different geographi c area. The areas 
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designated for this task consist of the 
northern half of the state west of Topeka. 
This is a very considerable geogt~aphic 
area which will obviously require a great 

. deal of traveling that was not suggested 
in the task description for the ACE. The 
other principal functions of this per~on 
are the same as that of the ACE; consul t­
ing and ~dvising with five area boards, 
and supervising five area directors. 

SPECIFIC TASKS - The specific tasks of 
this position ar~ virtually identical to 
those of the ACE previously described. 

RELATIONSHIPS AND DEPENDENCIES - The de­
scription regarding the ACE above is appli­
cable here. 

gUALIFICATIONS - The quaiifications for 
this position are the same as those for 
the ACE previously described. 

,~LASSIFICATION: 2 

AREA COORDINArOR (WEST) 

PRINCIPAL FUNCTION- The ,l\CW is responsi­
ble· for coordinating the responsibilities 

" and interests of the KJSAin Areas 6, 
8, 9, l\Q and Ti from an office 'i n .' 
Wichita~~\\ The geographic area of respon-­
sibility 'f,or this task is basically the 
southern ohe-half of the entire state. 

. This very cbJ1siderablegeographie area 
would be very difficult to serve, and 
perhaps should\be revised. The other 
two principal functions for this ACW 
position ~re: c~nsultfng and advising 
five area boards"and supervising five 
a rea d i ree to Y'5 ." 

\, 
\, 

SPECIFIC TASKS'.. Th~\ specific tasks 
of this pnsition;are virtually identical 
to those of the AG.E preyiol,lsly described. 

. . " ',- '\ 
RELATIONSHIPS AND DEPENDENGIES - The cle­
scri pti on r:egardi.ng toe ACEI is appl i cab le 
here, . '.~, \ 

. \"" \ 
. qUALIFICATIONS ,.. The quiH ifi cCi't;i ons for 

this pqsition are the sam~ as those for 
the ACE previ dus ly described. .\ 

CLASSIFICATION: 2 

PREVENTION COORDINATOR 

PRINCIPAL FUNCTION - The Prevention 
Coordinator (PC) is, first, responsible 
for developing general plans for preven­
tion programs which will be included in 
the comprehensive system. This includes 
plans for each of the three general ele­
ments which make up the field of secondary 
prevention interest. The PC will operate 
from a base in Topeka, and will be re­
sponsible for monitoring all prevention 
programs operating in the state, and 
for conducting evaluations of such pro­
grams on a systematic plan. It should 
be recognized that the o~erat;on of pre­
vent; on programs ; s a .. 1 oca 1 responsibil i ty, 
and the superVision of such programs is 
an area board responsibility. The PC 
will act as a resource person at the 
state level, and will serve as a consul­
tant to both a rea boards and operati ona 1 
responsibility agencies. 

SPECIFIC TASKS - A major specific task of 
this position is the development of an 
extensive body of knowledge regarding 
prevention programs that have operated 
in the state of Kansas, or elsewhere. 
This body of knowledge is to serve as 
a resource for all persons who are. in­
.terested in the field of prevention. De­
tail ed programdescri ptions, eva luati ems 
of programs, and theoretical ideas re;.. 
gardi ng preventi on programs w'i 11 be cOl­
lected and systematized in order to serve 
as a practical resource fora wide variety 
of persons ... Following this, a very gen­
era.1 plan wi 11 be cons tructed Which re­
sponds' to' the expressions of need thCit 
are made by area boards or by ~genc'i es in 
var; ous communi ties. Thisgener,alplan 
will includepro~ram description~ in 
each of' the three general elements such 

. as those us.edas the basis forde~cri pti ons 
in Volume II. 
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The PC will al~o" berespons;ble for sys­
tematizing the 14 adaptation plans developed~ 
for each area. The adaptation p1ansare ' 
expected to all bediffE;!rent, and will re­
quire systematication and coding .in order 
to provide a clear picture of the,overall 
prevention effort·. ' 
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The PC w111 also develop proposals to 
modify the comprehensive plan in the 
prevention field as directed or request­
ed by either the KJSA director or the 
sta te b.oard. It is important that 
the comprehensive plan reflect what 
area boards have determined to be neces­
sary or useful in regard to prevention. 

The PC will be responsible for reviewing 
proposals being considered by area boards 
and will be required to submit recommen­
dations regarding each proposal to the 
relevant area board. The PC does not 
have approval or disapproval authority, 
but will routinely serve as.a consultant 
to the body wi th thi s authori ty. 

The PC will also serve as a consultant 
to ~ny agency or group within the state 
considering developing a prevention pro­
grams for its community. This role is 
assured in regard to agencies which ap­
proach ,the area board for an authori zati on 
through"the specific responsibility iden­
tified immediately above. However, this 
consultative advice should be available 
to any -individual, group, or agency 
wi thi n the state. 

A regu 1 a r mont tori ng' of i nforma ti on 
system printouts on all operating pre­
vention programs is a further specific 
responsibility of this position .. ' This 
monitorihg shall occur no less often 
than quarterly, an4 more frequently 
for progtams with ur1usual characteristics. 

The person occupying this pos-ition is also 
respoYlsible for deVeloping theevalua­
tion designs for all prevention programs. 
This 1s to include designs that will in­
sure.thCit information is recorded, sum­
marized,and forwarded to the area boards 
and the preventi on coordinators offi CE;\. 

Fina lly, the PC wi 11 supervise the work 
of at least three other persons. One of 
theSe persons will be a highly qualified 
and experienced person in the ~revention 
field. One additiona1 professional per­
son is specified for this department, 
and one Secretarial pOSition. 

I' 

RELATIONSHIPS AND DEPENDENCIES - This 
position is primarily responsible to the 
KJSA director. The position is one of the 
7 which the director directly supervises. 
Of much less importance, is the relation­
ship between this position and the area 
boards. The relationship will be character­
ized as a consultative role. Each area 
board must be furnished the benefit of the 
PC's interpretation of the effectiveness 
of prevention programs on a regular and 
consistent basis, and for responses to 
specific inquiries and requests. The PC 
will als!) serve as a resource to any 
agency und~rtaking or planning to under­
take prevel1tion programs, and will serve 
as a general consultant to other staff 
members within the system. 

QUALIFICATIONS - The qualifications for 
this position are quite difficult to 
describe in specifics. It will be noted 
that it would be highly desirable to lo­
cate a person who has had several years 
of experience in the operation of pre­
vention programs. However, there are a 
number of activities which might be con­
strued as prevention programs. It 
would appear desirable to place the em­
phasis on this position in the fields 
of: planning, administration, and re­
search. There are no directly applicable 
positions to which reference can be 
made in being more specificr, about these 
qualifications.~ . 

CLASSIFICATION:' 2 

RESIDENTIAL TREATMENT" COORDINATOR 

PRINCIPAL FUNCTIONS - The Residential 
Treatment Coordinator (Rn:) is princi':' 
pally responsible for coordinatjng all 
r~sidential treatmen~ programs that are 
a part Of theoveral1' KJSA system. 
The~e sel-~vices are the only direct ser­
vi ces p'rov,; ded by the kJSA in, the system 
design, and. are expected to include 
several elements not now existi,ng. This 
function will\inc:'iudemonitoringand 
"eval uati ng the;.overall resi denti a 1 treat-: 
ment program in the state as it.relates 
to the performance of the system as a ,whole. 
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SPECIFIC TASKS - The RTC is responsible, 
first, for supervising the intake and 
placement element for residential treat­
ment (810). This is a function present-
1ysuggested by the duties of the Coord­
inator of Childrens' Services within 
the Division of Institutional Management. 
However, the element as described in 
Volume III includes a more extensive 
operation which is intended to involve 
all persons being placed in residential 
tr-eatment. 

The RTC is to consult with and support 
the requests from the superintendents 
of BIS: and GIS regarding both present 
and future programs. The BIS and GIS 
superintendents are likely to be classi­
fied at the same level as the RTC, as 
contrasted with other residential treat­
ment program directors, which are likely 
to be classified one level lower. 

The RTC is responsible for supervising 
the programs 6f regional rehabilitation 
facilities, as they become available in 
years to come. This supervision respon­
sibility will also include development 
work on such facilities prior to the time 
that a director has been selected for 
the faci 1 ity. -

A further spec Hi c task; s to consult 
with and support the program directors 
of the Youth Rehabilitation Centers in 
other state institutions (Larned, Osawa­
tomie, Salina). These program directors 
are, of course, principally responsible 
to the superintendent of the institution 
where they are located. However, ft will 
be a responsibility of the RTC to insure 
thein relevance and insure that these 
programs are a coordinated part of the 
overall system. 

The RTC is also responsible for super­
vising the individual placement of persons 
in private,"residential facilities. In­
dividual decisions regarding placement 
are performed by the intake and placement 
e,lement (810). However, there are a num­

\:i)er of other considerations regarding re­
s i denti a 1 trea tment: 1 i cens i ng of trea t­
ment programs, negotiation of fees for 

treatment, scheduling, and other matters. 

RELATIONSHIPS AND DEPENDENCIES - The RTC 
is directly responsible to the KJSA di­
rector for performance of duties. This 
is one of the 7 positions the director 
personally supervises. This is the 
primary dependency relationship for the 
RTC, although it seems likely that a 
committee or officer of the state board' 
might also be added, under specified 
circumstances, as an interest the RTC 
should serve. The relationship of this 
person to the major institution super­
intendents should be that of a peer who 
consults wi th and supports them regardi n9 
their responsibilitie~. The RTC is also 
responsible for direct supervision of the 
minor institution superintendents and 
program directors regarding the opera­
tion of their treatment units. If 
several regional facilities are built 
a t some time in the future, thi s may 
develop a load upon this position which 
will necessitate division of responsi­
bilities with another person in the same 
classification, or in the construction 
of an intermediate level of supervision 
in order to keep the span of control 
within reasonable limits. All relation­
ships between the KJSAand private re­
sidential treatment facilities are to 
be channeled through this position. This 
includes purchase of residential treat­
ment service in institutions outside of -
the state of Kansas, as well as within. 

, 
QUALIFICATtONS - The qualifications for 
this position will be described as direct 
relevant experience or extensive familiar­
ity with residential treatment programs 
for delinquents. Such experience might 
have been gained as an institutional ad­
mi,nistrator, or deputy administrator. 
Extensive familiarity might have been 
gained through involvement in treatment 
programs in such institutions or speciali­
zation in this field of interest in an 
i nstituti on es tab 1 i shed primari ly for 
other purposes. Professional credentials 
in a relevant discipline will also be 
cited as a qualification. Licensed or 
certified psychologists, psychiatrists, 
or social workers will be considered as 
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the norm for meeting this qualification 
standard. It is possible that other dis­
ciplines might be considered relevant. 

CLASSIFICATION = 2 

PROGRAM ACCOUNTABILITY COORDINATOR 

P~I~CIPAL FU~CTION - The Program Accounta­
b111ty Coord1nator (PAC) is principally 
responsible for supervising the research 
and personnel departments in the "state 
unit" staff. The PAC will direct the 
overall evaluation of the performance 
of the system as a whole. This evalua­
tion is given extensive explanation in 
Chapter 6 which follows. 

SPECI~IC T~SKS - The PAC is responsible 
for d1rect1ng the work of the personnel 
department director, expected to have 
a staff of two persons. The personnel 
department director will be placed at 
level 3, and be assumed to be highly 
competent in the field of personnel - and, 
therefore, reauiring a minimum amount of 

" ' superv1 Sl on .. 

The PAC will also supervise the work of 
the research department director, also 
slotted at level 3, and to take an ac­
tive part in the affairs of the research 
department. This is the more important 
of these two responsibilities, and the 
PAC is to have primary qualifications in 
th~ research or evaluation field. 

'The PAC will be spec·Hically responsible 
for developing an overall evaluation 
program for the system. This task will 
be followed by delegation of the'bulk of 
work t? be done to there.sear~h depart­
ment ~lrector. The routine wtirk within 
the depa rtment wi 1] be' supervi se,d by" the 
research department director, who will 
assign particular tasks. to various persons 
wi th in the department. It shoul d be . ",' 
emphasized that the PAC will be account:':' 
able for the production of useful evalua­
ti ons ~pqPdthe resear:ch depa rtmentdi rec­
tor wift~,provide prac,t.ical assistance 
i nrea0!hi ng this objective. . 

The PAC is responsible for preparing a 

quarterly evaluation report on the system 
as a whole for the consideration of both 
state and area boards. The quarterly 
report ~s intended t9 be a major docu­
men~ Wh1Ch can be used for guidance in 
mak1ng policy decisions regarding the 
effectiVeness of the system. 

RELATIONSHIPS AND DEPENDENCIES - The 
P~C is direct~y responsible to the KJSA 
d:rector. Th1S is one of the 7 posi­
t10ns personally supervised by the di­
rector. As with other persons within 
this classification, the possibility' 
of also furnishing reports to an officer 
or committee of the state board should 
bementioned, and left open for further 
c?nsideration. The P~C directly super­
V1ses two department directors at the 
next lower 1 evel . In the case of the 
personnel department director, the 
need for supervision is expected to 
b~ limited. In the case of the research 
d1re~tor, the supervision is expected to 
be or much greater magnitude and in 
much greater detail. 

The PAC is also to be given a categorical 
authority to require the production of 
information from every agency or private 
purveyor of senVice participating in the 
system. Though,'ar.ea boards are expected 
to have the greatest amount of interest 
in the subject area, it is felt wise to 
reServe additional enforcement authority 
in this matter at the state leVel. This 
is a subject that must, by all accounts, 
be reflected in the statutes creating 
the KJSA if it is to be effec ti ve. 

CLASSIFICATION~ ~ 

COMPTROLLER 

PRINCIPAL FUNCTION - The Comptroll er 
-(CPT) is responsible for de\t~lop;ng both 
actual and projected budgets for all 
aspects of the overall KJSA system. Pro­
j~cted b~dg~t~ may b~ d~veloped for agen­
C1es or 1nd1vldual serV1ce providers who are 
contemplating new activities; the state­
wide budget request tq be presented an­
nually to the state budget director, gover­
nor, and leg;slature~; and for areas and 
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categories of interest. Actual budgets 
are to be develop~d for "all specific~lly 
authorized activities. The comptroller 
is also responsible for providing finan-

'. cial control and integrity for all aspects 
of the sys tern. 

SPECIFIC TASKS - The CPT'will prepare 
projected budgets for the system as a 
whole according to the directions of 
the KJSA director. Such requests may 
actually initiate with the state budget 
director, the governor, the legislature, 
area boards, and other interests. How­
ever, requests originating from these 
other sources must be channeled through 
the KJSA director. Projected budgets 
must contain the same attention to de­
tail and be as soundly based in fact as 
actua 1 budgets. 

The compto1ler is also responsible for 
preparing actual budgets within known 
financial limitations according to in­
structions of the KJSA director. Again, 
requests which originate elsewhere must 
be channeled through the KJS.A, di rector 
in order to be a specific responsibility 
of the comptroller. 

The CPT is resonsible for reviewing fi­
nanCial requests porti ons of a 11 de,Jart­
ments, units, agencies, and individual sub-

,contractors performing a function within 
the system. All requests for continued 
or new f-; nanci a 1 ass i stance must .be re­
viewed and made the subject of recommen-

. dations from the comptroller. This is to 
include a.ll sub-contracts issued by area 
boards as well as those issued by the 
state unit staff. 

Regular cost analyses of various programs 
and functions within the system are to 
be made under the direction of the CPT. 

The cost ~nalyses shall be completed of 
every classified function no less often 
than annually, and be made the subject 
of recommendations furnished to the KJSA 
di rector. 

The CPT shall be the sale disbursement I 
authority for KJSA funds within the state. ,j 

It shoul d be noted that funds other than ' 
those being disbursed by KJSA will be 
used as part of the overall operational 
system. In most cases, these will be 
funds originating with the county, and 
not subject to audit by this office. 
However, cost analyses of such funds 
should be made a part of the responsi­
bility of the financjal department. 

RELATIONSHIPS AND DEPENDENCIES - The 
CPT is directly responsible to the KJSA 
director. This is one of the 7 positions 
which are personally supervised by the 
director. The comptroller also super­
vises the financial department of the 
agency. One per~on in this department 
is to be considered as an assistant 
to the comptroller and pJaced at level 
3, however, the comptroller may personally 
supervise all of the persons in the fis­
cal department until such time that the 
scope of operation of KJSA dictates the 
need for an intermediate level of super­
Vision. 

UALIFICATIONS - The principal criteria 
for etermlnlng the qualifications of 
the comptroller will be stated as a cer­
tified public accountant with extensive 
experience in managing a very signifi­
cant financial department. No particular 
familiarity with a. juvenile justice system 
is indicated as necessary. 

CLASSIFICATION: 2 

i I: 

(",SECTION 3: 'SUPPORTIVE SERVICES 

Supportive services will be defined on 
the basis of two criteria: select1,ve 
common nee;tls of persons throughout, the 
system, and l!nique state-level needs. 
The se 1 ect;i ve cbmmon needs wi 11 be iden-

."~ : 

tified as those needs which are not justi­
fied at the local level, and those needs 
which affect all agencies, institutions, 
leadership groups, and providers of ser­
vice. The unique state-level needs will 
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be identified as those where the need only 
services at the state level, and where 
services that can be provided at the 
state Jevel have value to local agencies, 
institutions, leadership groups and pro­
viders of service. The descriptions of 
the services for: personnel, training, 
information system, evaluation, planning, 
budgeting, accounting, and purchasing 
which follow will illustrate the intended 
nature of these supportive services. 

PERSONNEL SERVICES 

PERSONNEL - The first of the personnel 
resources services to be described con­
sists of recruitment, classification, 
certification, and general services to 
personnel within the KJSA and (directly 
or indirectly) personnel in participating 
agencies. The first of these services 
regards recruitment. Recruitment from 
within the state, and for employment 
in a local agency will principally be 
carried Out by local agencies. All 
KJSA employees, and some persons who 
may eventually work for local agencies, 
will be recruited on a state-wide or 
inter-state basis. It is in this latter 
regard that the personnel department of 
KJSA will provide a direct benefit to 
local agencies and boards. Persons with 
unusual skills may be most effectively 
located and recruited by means of a 
cO.ncentrated s ta te-wi de effort. 

The personnel department is also respon­
sible for recruiting persons being 
sought for employment with the KJSA, _ 
wheth.er they are present1y a part of the 
system or not. These recruitment efforts 
invo'v~ announcement of~acancies and 
desired qualifications, interviewing, 
testing, and recommending ~andidgtes to 
the person responsible for hiring such 
staff members. This may involve a con .. 
siderab1e amount of effort and activity. 

The classification of employees is also 
expected to be important, a function 
simil ar to that presently prov; ded by 
the civil service commission of the 
state, and may, in fact, be, performed 
by them. 

Certification and re-certification of all 
profeSsionals within the system must be 
accomplished, according to the wishes 
of previous conference workshops parti­
cipants. This is expected- to be a con­
siderable task in the early months and 
years of the KJSA, since very few criteria 
or established precedents exist to pro­
vide guidance in this matter. Previous 
consideration of this issue has produced 
a relatively unanimous agreement that 
all persons providing services within 
the system (both KJSA and other agency 
employees) be certified in regard to 
minimum qualifications. It was also 
recommended that such persons be re­
certified at periodic intervals. De­
velopment of certification criteria is, 
therefore, a major challenge at the out­
set of operations. It is clearly ex­
pected that, at least eventually, per­
sons working for private agencies will 
also be required to meet certification 
requirements in order for the activities 
of the agency to be supported as part 
of the overall system. 

Traditional personnel services must also 
be provided, such as investigating and 
honoring legitimate claims against the 
employer, development of fringe benefit 
plans, anq accounting of accruing bene­
fi ts. 

TRA1NING - An additional responsibility 
within the personnel resources category 
is the training and education necessary 
for the proper performance of duties by 
any person that is considered a part of 
the system. A specific department is 
identified as necessary to accomplish 
this purpose. Thi s departl1Jent is to be 
responsible for developing training 
material for a Wide variety of tasks and 
roles within the system. It is the re~ 

. spons i b i 1 i ty of the tra i ni ng department 
to insure that this material is developed, 
reviewed,tested and revised according 
to experience that accrues, and placed 
in a central repository. Every effort 
shall be made to record all training 
units for futur~ use and evaluation. The 
theory behind this principle is simply 
that most m"t1teriCil used in training can 

I 
.i 

c j 

1 
f 
, j 

_, 1 

1 

I 
". r 



I 
:J 

I 
I 

\ 
I 
I '. 
I 
, 

\ 
"I 
I 
! 
[ 

J '\. 
) 

I 
. \ 
\ 
I' 

t 
{ 

1 

I 
~, r 
1 ., 
I 

106 ORGANIZATION 

: be dupl icated at a later date and used 
profitably. This is especially true of 
videotaped presentations which can then 
be viewed indiVidually as needed at 

. some other location. 

The training department js also respon­
sible for making arrangements for for­
malized training programs at various 
places and times throughout the state. 

Of a special interest here is a response 
to an often stated criticism that train­
ing programs are not made available in 
locations convenient to the needs of the 
majority of persons in the state. Many 
departments, agencies, and other service 
providers cannot attend a university or 
take extended training programs which 
would take them away from their duties. 
An essential concept of the training 
department then is to take training 
to the locations where it is needed and 
can be practically attended. 

A further valuable activity is to provide 
scholarship programs for higher educa­
tion in return for specified years of 
service in the system. There is vir­
tUally nothing of this type presently 
available in Kansas in the juvenile 
justice ~ield. If such a program were 
instituted, it would require the develop­
ment of one or possibly more positions 
at the state level 'to administe}" this 
program in a responsible manner that 
responds to the needs currently being 
experienced in the state. 

A final important responsibility for 
the training department is providing 
technical assistante to area boards 
and agenci es in deve 1 opi n9 thei r ow\~ 
individOalized training programs. J 

Mention has previously been made of the 
pre-training programs for state and 
area board members, and similar standard 
curriculae may also be developed for 
persons in positions such as probatton 
counselors and juvenile services workers. 
However, more patticula~ized training 
related to opportunities and problems 
in particular communities is also neces­
sary for a rational system. Such in­
dividualized training should be avail-

from the authority or agency responsible 
for supervising the work of the individual 
being trained. However, very few - if 
any agencies within the state could fully 
justify the position of a trainer for 
their own needs. Therefore, it is assumed 
that the training department of the KJSA 
should have one or possibly more persons 
available to consult with the responsible 
authority or agency and to then develop 
a curriculum and training materials to 
use for this purpose. 

From its inception, KJSA should take an 
active role in assisting the three state 
uryiversities in developing relevant course 
01'feri ngs for s tudentsi nteres ted in this 
field. The priority need is obviously 
for the courses necessary to bri ng staff 
members up to minimum levels of qualifi­
cation for their work, but a more broadly 
conceived role for this general field 
of interest. The three state colleges, 
and private colleges and Jucos should 
eventually be included in this activity. 

RESEARCH 

INFORMATION SYSTEM - The information sys­
tem is conceived as a routine accumula­
tion, summarization, and retrieval of 
basic data regarding individuals and 
services that are part of the overall 
system. The data which is the subject 
of the information system is simplistic 
in concept and generally useful only 
for "moni toring" purposes .A fuller de­
scription of the nature of this informa­
tion will be found in Chapter 6,but its 
general characteristics will be briefly 
noted here. 

Client characteristics are the first of 
four major elements to the information 
system. The characteristics will include 
simplistic types of information regarding 
age, status in life, family history, and 
other socio-demographic information. This 
information will be completed on all per­
sons who are clients within either the 
prevention or control programs. 

The second major element of the inf9rma­
tion system is the description of the 
individual services provided to specific 
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individuais. It will be necessarv to 
relate specific individuals to th~ 
individual services they are receiving. 

The third general element are group ser­
vices provided to clients, in either 
prevention or control programs. 

The fourth major source of information 
regards indirect services that cannot 
be directly related to individual client 
characteristics. 

These four principal inputs in the in­
formation system are the responsibility 
of the agencies and individual service 
providing persons participating in the 
system. All entries from these four 
will be coded in order to allow sorting 
them by agencies and locations. 

Another aspect of the information system 
is the collection of similar information 
on providers of services, whether they 
work for an agen~y or independently. Pro­
vi ders of servi Cf:1 wi 11 be keyed to both 
cl i ents and agenci es i.n order to deter­
mine what clients have been assigned to 
various providers. 

It should be recognized that the informa-

negative) quartiles will be made on 
the basis of data produced by the in­
formation system. 

In.most cases, the upper and lower quar­
tiles will be placed within an area, 
ra ther than the state as a whole, si nce 
it may take months, and even years, to 
attain uniformity in recording data. 
The evaluation responsibility of the 
research department is to investigate 
real and possible reasons for good and 
poor performance. After investigation 
of facts, it is the responsibility of 
thts unit to place value judgements on 
all relevant factors. 

The evaluation unit is also responsible 
for conducting studies of the performance 
of various services, agencies, and pro­
Viders of service - keyed to the subse­
quent histories of juveniles within the 
state. As will be noted in greater 
detail in Chppter 6, it is intended 
that an evaluation be made for a number 
of years after the last official atten­
tion is given to a juvenile within the 
system, often meaning that the history 
of the juvenile will be followed beyond 
the age of 18. 

tion system provides only a very rudimen- PLANNING - A third major responsibility 
tary quality of information. Its useful- of research department is planning. In 
ness is, therefore, quite limited. Per- the first year or two of implementation 
haps its greatest usefulness is in locating of the KJSA system, it is expected that 
areas of exceptionally good or exceptionally the planning function will continue to 
poor performance Which should be given require considerable investment of per-
further attention. It is also fecognized sonnel and financial resources. Though 
that the operation of the information this plan (these four volumes) seems to 
system would require considerable finan- include a larg~ volume oTmaterial, the 
cing which has no current parallel in es- degree of detafl which it contains is 
tablish~d expenses. It wtl1 further be clearly insufficient for the direction 
noted·that it is really impossible to and guidance of those who might become 
manage the affairs of a human services responsible for implementing the system. 
agency without the benefi t of a routi ne . Consequently, cons i derab 1 e additional 
information system producing relevant investment must be made in plann'ing to 
and dependable information. provide the concepts, structure, and 

EVALUATION - The secpnd responsibility 
of the research department is to i n'les ti -
gate the upper and lower quartiles of 
performance of a 171 genera 1 programs wi th­
in the system. Pl\acement in ei ther 
the upper (m~st po~itive) or lower (most 

details which will be needed by the 
15 boards, the KJSA staff, and the var­
ious individuals, agencies and institu­
tions participating in the system. 

Eventually, however, there wi 11 be a 
dramatically decreased need for further 
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planning. When the system becomes 
basically operational, the need for 
further planning wilT consist of one or . 
two staff members who are available for 

. developing modifications of the compre­
hensive plan, providing assistance to 
area boards in deVeloping. their a,dapta­
tion plans, the development of models 
which promise to provide an increase 
in effectiveness, and general proposal 
writing. It is suggested that these func­
tions be carried on by state unit staff 
members once the system has become opera­
tional. This..suggested seems appropriate 
from considera~ion of the fact that this 
activity is relatively specialized and 
there is no particular reason to have 
specialists performing this function in 
each of the 14. areas of the state. 

FINANCIAL RESOURCES 

BUDGET - The first responsibility of the 
financial department is in preparing var­
ious budgets. As briefly indicated under 
the responsibilities of the comptroller 
in the preceding section, budget prepara-

tion will consist of the annual budget 
request to be submitted for conSidera­
tion by the legislature, the actual bud­
get preparation after appropriations 
have been made by the legislature, in­
terim adjustments of allocations which 
may be necessary for a variety of rea­
sons, and review of all proposed budgets 
being submitted to all 14 area boards 
and the state board. In the latter case, 
the budgets of contractors within the 
system are intended to be included. 

ACCOUNTING - The financial department 
will also be responsible for all ac­
counting activities. This will include 
KJSA operations and .the activities of 
the various contractors within the system. 
Of greatest interest are those who are 
on a specific contract with the KJSA, 
but is also to include those who are 
a part of the system but have a source 
of finances outSide of the system. 
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PURCHASING AND PROPERTY: The financial 
department will also include a separate 
section for purchasing and property contro1.; 

SECTION 4: RESIDENTIAL TREATMENT PERSONNEL 

The personnel of residential treatment 
facilities are considerable in number,and 
i ncl ude a vari ety of skills. Furthermore, 
the ratio of personnel to beos, in the fa­
cility varies quite a bit from one facil­
ity to another, as a review of Chart 26 
will illustrate. 

BIS has personnel i~ 14 of the 15 categor­
ies, and a total of 153.5 for a personnel 
to bed ratio of 1:1.4. This is a "total 
institution ll as classically defined. 

The Atchison Annex of BTS has personnel in 
only 50f the 15 categories, and its total 
of 34 staff members gives it a personnel 
to bed ratio of 1:2 - the lowest of the 6 
treatment'facilitfes.. It is not a "total 
institution. II 

GIS also has per~onnel in If of the 15 
categor'i es, and its total of 7. 15 gi ves 

it a personnel to bed ratio of 1 :1.4 -
very similar to BIS. It is a "total 
institution. 1I 

The Osawatomie Youth Rehabilitation Cen­
ter 7js one of the two on our chart that 
has more staff than beds. Its personnel, 
in 5 categories, figures out to a ratio 
of 1: 08 even though it is not a IItota 1 
institution. 1I 

Similarly, the Larned Youth Rehabi1ita~ 
tion Center has more staff than beds, al­
so in 5 categories, with a similar 1 :0.8 
ratio and is also less thanalltotal ;;1-
sti tuti on. II 

The proposed 48 bed Regional Rehabilita­
tion Facilities are designed for a 42 
person staff, giving a stClff to bed ratio 
of 1 :1.1 and'including personnel in 
9 categories. . 

:'" 
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CHART 26: RESIDENTIAL TREATMENT PERSONNEL 

rpOT BIS ATC GIS OSS LAR REG 
capacity of facility (f.~. 1973) 216 68 97 20 30 48 -Average daily population (1971 ) 219 2 79 --. 
PROFESSIONAL PERSONNEL: (FTE) 
Psychiatrist (see note below) 200 X 100 X X X 108 97 . 
Physician X X 050 X X X 194 

Psychologist 400 200 200 X X X 54 34 48 

Supervising Social Worker 300 X lOO 1100 100 1 69 97 20 30 

. Social Worker 600 200 100 100 If)O 3 35 34 97 ~O 30 

Teacher (academi c) 1350 500 900 300 400 5 """"iT 14 11 -7- 7.5 

Teacher (vocational) 1050 X 200 X X X 20 50 

Nurse 100 X 100 X X 1 216 97 

Recreation 200 X 100 X X X 108 "'97 -
Dietician 100 X X X X ~ 216 

Chap1a in 100 X 050 X X ~ 216 194 

OTHER PERSONNEL: 
House parents 74.5 24 33 19 29 16 
Food Service 12 X 7 X X 8 
Activities .- recreation .\ 7 1 2 2 2 2 

Maintenance 16 X 10.5 X X 6 

153.5 34 71.5 26 37 42 

NOTE: All professional personnel are stated in a IIFull Time Equivalencyll (FTE) 
expression, since many are only part-time workers. One full-time person 
is an FTE of 100. The number below the FTEis the ratio of profeSSionals 
to thecapaci ty of the faci 1; ty. 
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SECTION 5: OTHER STAFF 

Attention is directed now to some of the 
other key KJSA staff members. The eight 

• II principal staff" positions described in 
Section2 provide general administration 
for the agency as a whole" It now remains 
to provide sOlne further details and de­
scriptions about mid-management staff 
in order to. convey an accura te under­
standi'ng of reasonable stuff capabilities. 
Accordingly, this section identifies 
persons in the third and fourth staff 
1evels and concludes with some further 
commentary about other staffing concerns. 

ASSISTANT DIRECTORS 

A de'scription of five kinds of positions 
to which the generic term of "assistant 
director" is attached will be described 
here. -These positions are designed to 
be in level 3, \,/ith two possible indi.vidual 
exceptions mentioned under the heading 
of i nstituti ona 1 superi ntendents. A 
total of 23 of these posititins are speci­
fi.edin the fully-operational system. 

AREA DIRECTORS - Each of the 14 geograph­
i ca 11y defi ned areas of the sta te is to 
be assigned an Area Director (AD). The 
prin9ipal function of the AD is to provide 
staff support to an area board, execute 
their enacted policies, assure that the 
information system for the area is Py'O­
duci ng accordi ng to plan, prepare con­
tracts for consideration and action.by 
them, and to conduct or arrange for 
current evaluation of all activities 
within the,area. The AD is the principal 
KJSA staff member in the area, and will 
therefore be responsible for directing 
and supervising the activities of all 
KJSA employees in the area. In those 
areas where KJSA employees are respon-

_sible for activities designed to be 
carried ,out by local agencies, this may 
pro,Ve to be 'a considerable ta,Sk. 

Th~,AD~qualifications are principally 
described as experience in socia'l 
agency directorship oradministrat.ion. 
,A broad famil iarity with the juvenile 
~juGt;te system is also important. ,,,The 

".-' 

AD's perform ian essential function in 
the overall K,QSA system design.) being 
responsible for developing an informed 
View of the possibilities and problems 
of implementing the vast majority of 
services in the overall system. They 
are also responsible for imparting this 
understanding of the system to the area 
board in order to allow them to make 
responsibll.) and constructive policy de­
ci sions. 

INSTITUTIONAL SUPERINTENDENTS - The 
superintendents of the large institutions 
identified as part ot the overall sys­
tem are placed at the assistant director 
level. The superintendents of BIS and 
GIS and the superintendents of the three 
large' (50-beds) regional rehabilitation 
facilities are counted in this category. 
The principal function of insti.tutional 
superintendents is the management of 
all aspects of the operation of the in­
stitution. Granting that the various 
institutions may have different specific 
sizes, challenges, and histories, the 
responsibilities are roughly equivalent. 

The qualifications for institutional 
superintendents should be conceived as 
previous relevant experience in agency 
or institution ~anagement. In most 
cases, candidates for these. positions 
should be selected from those who have 
previously managed roughly equivalent 
institutions or have had an assistant's 
role in the management of such institu­
tions. It should be noted that'both 
the BIS and GIS superintendents are 
likely to be personally classified in 
level 2, rathet than level 3. However, 
they are discussed in this section be­
cause they are not counted as part of 
the "principal staff" group for the KJSA. 

PREVENTION PROGRAMS DEPUTY - The preven­
tion programs coordinator is to be assisted 
by a person in the next lower employment 
.classification. This person will be 
given the title of the prevention programs 
deputy, and will be responsible for as-

. ,sisting the coordinator in analyzing, 
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moqitorin~, and evaluating all preven~ 
tion programs in the state. The de­
puty will also be responsible for re­
viewing and mak::ing recommendations on 
new program proposals. The position is 
created to reduce the work load on the 
coordinator, and consideration should 
be given to locating this person in 
some place other than Topekaj to make 
conSUltation regarding prevention pro­
grams more readily acces.s.ib le to other 
parts of the ~tate. It will be speci­
fically suggested that this person be 
based in either Wichita, Salina or Hays, 
for this reason. Qualifications for 
the prevention programs deputy are to 
be stated at a level only slightly 
less than that of the coordinator. The 
principal area of qualification is a 
broad experience in prevention programs. 

PERSONNEL OFFICER - A personnel officer 
position is created under the supervision 
of the PAC as a department head in the 
KJSA Topeka office. The principal func­
tion of the personnel officer is to 
develop and maintain a personnel office 
serving the needs of the KJSA, and pro­
viding selected personnel services for 
other agencies in the system. The 
personnel offiCer will work relatively 
independently from day-to-day super­
vision by the PAC - who will be chosen 
largely for competence in the research 
and information field. However, the 
personnel officer is fully accountable 
to the PAC for performance of duties. 
The qualifications fer this position 
are broad experience in the field of 
personnel, with special attention to 
experience with the civil service sys­
tem in Kansas. 

RESEARCH DIRECTOR - A research director 
position is also ~pecified under the 
supervision of the PAC. The researGh 
director will manage an overall research 
program to provide the basis for the 
periodic evaluations that the PAC is 
responsible for furnishing to the 
area boards and state board. As suggested 
earlier, the research director will work 
under the day-to-day supervi si on of""the 
PAC, chosen!or competence principally 

in the field of research. The qualifi­
cations for this position consist of ex­
tensive research experience in the evalua~ 
tion of human services programs. It is 
expected that a person who is a strong 
candidate for this position will have a 
doctorate in some social or human science. 

BUDGET DIRECTOR - An additional level 3 
person wi" be specifi ed for the fi nan­
cial department. The principal function 
Of this person will be the actual pre­
paration of detailed budgets as previous­
ly specified for the comptroller. In 
reality, this position is conceived as 
simply a very well experienced and highly 
capable person that serves as an assistant 
to the comptroller. The qualifications 
for the pOSition consist principally of 
extensive experience in accounting, with 
no particular requirement for familiarity 
with a juvenile justice system. 

UNIT DIRECTORS 

A number of mid-management pOSitions 
are clearly indicated by the nature of 
the task to be performed, and the descrip­
tions which have been given of principal 
staff members and those in level 3 
above. These positions will be described 
in very general terms in the fo11owing 
text. 

RESIDENTIAL TREATMENT - Five positions 
will be identified under the supervision 
of the. residential treatment coordinator. 
These positions are: four small institu~ 
tion directors,cmd thE;! director of intake 
and placement. 

The four small institution directors are, 
more specifically, the directors of 
thre.e sma 11 (25-bed) residenti a 1 rehabi 1 i­
tation facilities, and the fourth is the 
director of the Atchison Annex. The 
principal functions of persons in these 
positions js to manage all aspects of 
the operation of the in$titution according 
to instructions and author; zati ons. In 
most cases, such institutions would be 
a logical place for preparation ofa per­
son to assume .larger responsibilit'jesin 
one of the larger institutions. These 

i . , 
, ., 

I 
I 

I 
I 
1 

I 
. 1 

1 
1 
j 
I 
! 
I 

.j 
: ~ 

1 

I 
: ~ 



I 
k'Q'0 
r~~ 
i . 

! 
! 
I 

L 
r 
i 

I 
( 

r 
112 ORGANIZATION 1 
directors will, of course~ be located 
wherever thei r i nsti tuti on is to be 
located. Qualifications for these 

-:positions would ordinarily include 
direct relevant experience in the treat-
ment=oprcOgram ~ 

, , 

The director of intake and placement 
for the KJSA (element 810) is responsible 
for the evaluation of each individual 
placed in the residential tre"atmentgen­
eral element,.devel.oping a treatment plan 
for the individual ~n the basis of the 
results of the evaluation, in placing 
the individual in the treatment program 
of choice. In the interests of both 
simplicity and efflciency, it is ex­
pected that the directo~ of intake and 
placement would utilize the talents of 
persons in communi ty mental hea 1 th 
clinics.or other ,similar positions to 
do the majority of the evaluative work 
on individual juveniles. This person 
would probably be located in Topeka. 
The qualifications for the position would 
be described in terms of the possession 
of professional credentials in psycho­
logy or psychiatric social work. 

SUPPORTIVE SERVICES - Three positions 
are identified under the supervision of 
the PAC: training programs director, 
information system director, and volun-
teer recruitment director. < 

The training program director is to 
supervise the training departments whiCh 
was described in some detai 1 in., Secti'on 
l previously. The pr~ctical responsi­
bilities of the job are to include the 
development of training materials, de­
Veloping and maintaining a .repository 
of all training materialsu,sedin the 
state (written,:;audio,video, etc.)" 
and the scheduling of training progr.ams 
and experiences according to the requests 
and apparent needs throllghout the state. 
The qualifications for this jdb are large-
'lyto be defined in terms of training 
capabi Ii ty ; rather than broad famil ; ar-, 
i.tywith the juvenile justice system. 
In the early months and ye,ar.s of the im­

. plementation' of this syst,~m, the load on 
the training department would be much 

greater than it would subsequently be 
after the. system has been implemented 
for saIne time. 

The information s~stem director is a . 
positionspecifie in the research de­
partment under the Research Director. 
The information system director is re­
sponsible for routine acquisition and . 
summarization of material designed into 
the information system .. The actual sys­
tem is to be designed by the research 
director and PAC. This job, therefore, 
is basically a routine assignment. The 
qualifications for the job are to be 
described in terms of familiarity with 
an information systelll' rather than with 
the juvenile justice system. 

A position for a volunteer recruitment 
director is (I.lso specified under "the 
general supervision of the PAC. This 
is a one-person 'functi on, believed to 
be necessa,'y in order for the KJSA to 
provide technical assistance to commun­
ities ih regard to recognizing the need 
for volunteers and the tasks they may 
perform. The actua 1 r~J;ru·i tment of vo 1 un­
teers is an area, communi ty, or agency 
responsibility.' However, it is believed 
that it would be wi se to have a person 
that can act a~ a technical resource to 
those responsible for recruiting and 
utilizing volunteers. The qualifications 
for this position are described in terms 
of assisting communities in recrUiting, . 
training, assigning, maintaining, and 
expressing appreciation to~volunteers. 
The potential candidates for this posi­
tion are relatively limited in the state 
of Kansas. Further commentary about this 
essential aspect of the system will be 
found in Chapter 5. 

(-r 

AREA REHABILITATION DIRECTORS - In the 
plan for th&~§UpeFvision of probation 
counselors and juvenile service~workers 
presented in Chapter 3 and 40f Volume III, . 
the position of Area Rehabilitation;Di­
rector (ARD) was described. The principal 
function of this position is~specified as 
providing professional consultation on 
reh·abilitati.'6n practices and supervising 
the work of those responsible for both 
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general or intensive community rehabili­
tation programs. Thi s person is' to 
work under the supervision of the Area 
Direc~or n~d provide ~uidance, support. 
and d1rect10n to those providing rehabi­
litation servjces .. The position is· 
likely to be defined in as many different 
ways as there are. areas, since the speci­
fics of the job should conform closely 
"tE....~he i1adaptation plan" for that par­
tTcUlar ,area. In some cases, the ARD. 
will be an employee of an agency - such 
as the juvenile court - which the area 
board has decided should be responsible 
for all rehabilitation efforts in their 
area. In other'areas, especially multi­
county areas, the ARD will probably be 
a KJSA employee who must relate to 
juvenile services ~orkers and probation 
counselors who ar;:e actually employed 
by several ageQcles or courts in their 
area. It is a further possibility that 
~he ARD may be an employee of an agency 

<~Ven a grivate agency - which has con­
tractedwith the area. board to provide 
such servi ces. 

PREVENTION PROGRAMS - From two to five 
prevention programs analysts are suggest­
ed as necessary or at least important 
in order to provide for the general de­
velopment of the prevention field in the 
early years of the operation of this sys­
tem. These persons are specified at 
level 4, which implies that they are 
widely experienced and educated in re­
gard to preven't;on programs. The prin­
cipal function of these positiq~s would 
be to act as an extension of the PPC 
for the benefit of local communities. If 
such positions are established, itis 
suggested that they be. located in cities 
where-a\~ea di rectors are located, insofar 
as'possible. It is believed that the need 
for such posi ti ons woul d be reducegafter 
the systemwas:implemented and gained some 
initial experience. '.' .' 

AUDITORS - At least three audi tcrrs are 
believed to be. neces'sary within the finan­
cia 1 department. The placement of these 
per~ons at level 4is intended to re-

i flect the pr-incipal that they should be 
well educated and experienced. The 

qualifications for the'se jobs would be 
stated ~n terms of possession of a college 
d~gree 1n ac~ount1ng, and other experience 
w1th possesslon of C.P.A. rating listed 
3,S desirable. It would not be necessary 
f?r these persons to have a famili,arity 
Wl th the juvenile justice system, at the 
outset. 

COMMENTARY ABOUT OTHER 
STAFF 'POSSIBILITIES 

A potentially important subject area in 
regard to other staff nO$sibiJities is 
centered on the issue of detention facil­
ities. Detention facilities have tra­
ditionally been viewed as a local re~ 
sponsibil ity by legislative enactments. 
However, our previ ous p la nni ng efforts 
have apparently establ i shed the positi on 
that large areas of the state will go 
unserved in regard to detention facilities 
unless a state agency provides some ser­
vices in this area of concern. Detention 
facilities convenient to the area theY 
are to serve - much larger than a county 
in the majority o~ instances (and which 
clearly reflect the nonpenal philosophy 
of the juvenile·code) are conceiVed as a 
necessity. The optional or enabling 
legislation which has been in effect 
in Kansas for some years in regard to 
detention facilities has produced no 
practical results although there have 
~een some encouraging recent deve10pments 
1n the soUtheast part of the state. 

r, \ 

However, if a comprehensive plan that 
guarantees juveniles detention facilities 
refl e~ti ng the Phi 1 o~o~hy of t~e j~weni 1 e 
code 1S to be made avallable, 1t may 
be necessary for the KJSA to establish 
such ~acilities.If this is true: then 
a number of other s ta ff posi ti ons 
would be required .No attempt win be 
made to specify the total number. at thi s 
point, but it will be noted that 25 bed 
capacHy detention un; ts r.ecommendedby 
the National Council on Crime an~ Delin-
quency need a staff of~18 persons. . 
Such "model" facilities can serve an area 
with a total population of 300,000. If 
thi s fi gure is projec ted to the s ta te as 
a whole,at least seven such facilities 
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ate neces'sa ry. However, us; ng the 
exa.mp~e of Sedg\'lick County, a much 
greater capacity seems indicated. 

';Thts raises the issue of whe~her the 
reglonal rehabilitation facilities could 
alsQ,be used for detentio.n purposes (as 
K.S.A. 75.3335 mentions). Since the 
regiona 1 rehab il i. ta ti on fac i 1 i ti es are 
not as yet a real i ty , the whole subject 
area seems to be very indefinite and 
problematical. It will also be men-
ti oned tha t federal 1 egi s 1 a ti on ha s 
been proposed that would prohibit grants 
from the Law .Enforcement Assistance Ad­
ministratior('to states who continue to 
put juveniles in jail. 

SPECIALISTS AND CONSULTANTS - This $ub.., 
ject was briefly noted in the previous 
part ~f the chapter. An issue is sure 
to develop over the fact that some spec­
ialists and/or consultants are able to 
command a salary higher than those 'per­
forming "11ne ll responsibilities within 
the system. Some specialists maybe paid 
higher salat'ies than persons to whom 
they are responsible. The clearest ex­
ample of this is furnished by specialists 
iii psychiatry, psychology, medicine, etc. 
Many of these persons work on a regular 
schedule but only on a part-time basis. 
The rate of renumerati on for such "Per­
sons is generally based on a di fferent 
criteria than that of &alaried adminis­
trators and those whose work has no di­
rect equivalent in private practice .. In 
most cases~ such petsons are ~rimarilj 
responsi'ble to the ethics and established 
procedures of their profession, rather 
than to the standarqs of the institution 
or agency which employs them. 

,A further consideration which should be 
mentioned is that part~time jobs are ap­
propriate ina variety of locations 
throughout the system. Part-time jobs 
can be· very effectiVe in providing spec­
ializedservices. There is generally 
verY 1 i ttl e need to prov; de part-time 
jdbs for persons who a re' not hi ghly 
skilled. 

COMMUNITY REHABILITATION WORKERS - There 

are four classifications of employment 
Which we~e described in Volume III (Chap­
ters 3 and 4) that might possibly come 
within the' purview of KJSA employment: 
the jS'W Supervi sor, the Pv'obation Super­
visor, the Juvenile Services Worker, and 
the Probation Counselor. These positions 
are not primarily designed to be a part 
of the KJSA employment structure. How­
ever, the area board is given the opportu­
nity of determi ni ng the most effecti ve 
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1 way of providing these serVices to all 

juveniles within their geographic area I 
of jurisdiction. One of the possibilitiesl 
whi ch caul d be enacted is to have the ! 
KJSA prov; de these servi ces, i. e., these! 
employees in their area. If this Should! 
develop, these persons waul d have to meet '\ 
the same standards and qual i fi ca ti ons as i,' 

those who work for other agencies in other I 
areas. I 
OTHER POSITIONS - There are a vari et,}' of" 
other positions which are likely to be 
necessary within the overall KJSA employ­
ment structure. Technicians, skilled 
persons, and unskilled persons are all 
expected to be needed in some quanti ty. 

SUMMARY AND COMMENTARY 

This enumeration of mid-management and 
other KJSA staff members is intended to 
give the reader some definite proposals 
tha tall ow an informed perspec ti ve of 
the magnitude of the staffing situation. 
It wi 11 be frankly admitted that these 
proposals are somewhat uncertain and,can, 
for that reason, certainly benefit from 
further elaboration and refinement. 'It 
is also noted that any signifitant .. , 
changes in the group of principal staff 
members will a1 so afrect mid-mahagement 
positions. 

The salary classi'fica_tc10n system presented 
earlier in the chapte'r wi11 be regatded 
by some Kansans as excessively high. Though 
our advisors, conference partiCipants, and 
committee me(rioers are firm in their belief 
that this is a reasonable schedule of 
salaries, some support; n9 information is 
probably useful. Chart 27 presents some 

. r'E!presentative probation wor'kers' salaries 
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CHART 27: A SURVEY OF PROBATION WORKERS' SA,~ARIES 

RANK " ClrV (COUNTY) STATE 

1 Kansas City (Jackson) Missouri 
2 St. Louis (St. Louis) Missouri 

\: 
,.' 

3 Houston (Harris) Texas 
4 Cleveland (Cuyahoga) Ohio 
5 Tulsa (Tulsa) Oklahoma 
6 Cincinnati (Hamilton) Ohio 
7 Grand Rapids (Kent) Michigan 
8 Dayton (Montgomery) Ohio 
9 Miami (Dade) Florida 

10 Akron (Summit) Ohio 
11 St.Louis (Clayton) Missouri 
12 Pittsburgh (Allegheny) Penn. 
13 Memphis (Memphis & Shelby) Tenn. 
14 Dallas (Dallas) Texas 
15 Minneapolis (Hennepin) Minnesota 
16 St. Paul (Ramsey) Minnesota 
17 Milwaukee (Milwaukee) WisconSin 

Source: Jack O. Pierce Averages: 

from other states (north, south. east 
west, and mi~dle) in effect i~ ihe ' 
s~mmer. of 1971. We have used a begin­
mng· flgure for probation counselors 
that is exactly the average of the three 
middle listings (8,9, &10) on this 
ch.~rt. This figure provides the base 
from wh i ch many of the others a re fi gured. 

The top figure on our classification 

OFFICER SUPERVISOR 
MINIMUM-MAXIMUt>'1 MINIMUM-MAXIMUM 

6,750 10,500 8,500 12,500 
6,800 10,300 10,525 13,296 
6,966 8,204 8,586 8,866 
7,000 12,200 9,500 14,500 
7,284 9,612 9,612 12,864 
7,500 No Max 9,000 No Max 
7,722 11,440 10,088 13,182 
7,908 13,636 9,974 15,702 k: 

7,992 10, 1 04 9,624 13,428 
8,100 13,260 9,300 14,280 
8,232 12,156 11 ,028 14,076 
8,724 No Max 10,,596 No Max 
8,88D 9,720 11 ,520 No Max 
8,976 12,576 9,768 13,680 
8,976 13,90H 12,612 16,104 
8,976 14,364 11 ,808 16,164 
9,640 13,715 12,664 15,000 

8,025 11 ,713 10,,277 13 ,831 

sho~ld be set ?n.the basis of roughly 
equlVal e~t P?Slt~ ons on the state pay;.. 
r?l~: dlstrlctJudges, university ad .. 
ml mstrators, secretary of the. department 
of corrections, etc. We have used a 
fi~urebelieved to be in the range 

,WhlCh these positions now c anima nd ., or 
which have been seriously proposed 
for them. 

SECTION 6: IN!TIAl OPERATIONS 

It sl)oul d be readily apparent that it 
would be.5:!,e,~rly impossible to develop a ful~y operational system immediately fol­

lowlng the initial authorization for a 
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KJSA or equivalent agency. Even though 
there is a fair degree of detail con­
ted ned in these four ~o,umes, the degree 
of details falls short o\~, that whi ch is 

" necessar:Y to establish a dependable and 
productive system. Recognizing that 
full operations are not PQssible even 
in the near future following the initial 
authorization, jt will be suggested that 
a IIphase-in" principle be used as the 
basis for discussion. The previous sec­
tions of this chapter have described what 
is be:},i eved to be an adequate staffi ng 
pattern for a fully operational system. 
It is equally clear that there is a need 
for fUrther development work for a year 
or perhaps longer - a period of time 
whi chwi 11 be referred to as the '!phase­
in" period. 

All of the detail s necessary for full 
operation are s.imply not known at the 

, outset, and will require further deve10p­
mental work. This developmental work 
would most appropriately be done by per­
sons who will have responsibility for some 
aspect of the system after it becomes full 
operational. There are agreat many 
necessary arrangements to work out, and 
they wi.ll simply require time to work 
out to everyone IS reasonable satisfaction. 
There i srea lly no community with a com­
plete inventory of necessary serv'ices, 
realistic projections about the future, 
and definite expansion plans that could 
serve as the basis for making this sys­
tem op~rab 1 e. 

In additi on, the unique KJSA governance 
structure should be set up well in ad­
vance of the ~ime when the 15 boards 

U ' For these') reasons, a·, ilphase- inll ,peri ad ; I 
of at least one year is suggested as :1' 
necessa ty.. Duri ng the "phase- i n II per- I j 
lad, a relatively small cadre of staff ;. 
coul d be authori zed to do further de- n 
velopmental work and to begin making the il , , 
arrangements necessary for system opera- :l 

I~ tion. The staff cadre would be responsi- II 
ble, dUring,the first year, for organizing [I 
the IIstateunit ll staff and providing the \i 
basic staffing for the area boards II 
throughdut the ~tate. This staff would d 
be small enough to avoid the need for il 
extensiVe internal organization. On Ii 
the other hand, the staffing of the Ilj 
area boards must be done in the geographic 1 

ar. ea for Wh, ich they ar, e re,sponsible .. There~ll 
fore, some of the initial staff cadre would I 
be dispersed throughout the state. 1 

1 After state and area boarqs, arid a basic 
staff cadre is authorized, a.one year 
"pha~e-in" period should be adequate to 

'make practi ca 1 preparati ons for the 
,assumption of designated responsibilities. 

A FIRST YEAR PLAN 

J 
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BASIC LEGISLATION - Basic legislative 
authorization is, of course, required as 
the point of initiation for establishing 
the system as described here. The gen­
eral concept of the KJSA must be created 
and would necessarily include specifica-
ti on of th.e· state· and area boards ~as the if ,I 
governance'structure for the agency. It] 
would also be necessary to at lE~ast tem- 1 
porartly locate the agency with~n the .\' 
juri sdi ction.oJ some exis ti ng department 
of state government. This latter matter l 
could be doneona temporary placement I 
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son central office staff for the "phase­
in" period. This first year staff in the 
centr~ 1 offi ce is bel i.,=ved to be capab 1 e 
of d01ng the development work which is 
required prior to full implementation of0 

the system. The tasks to be undertaken 
by these persons deSignated below will 
be somewhat different from the functions 
previously listed for them, but are ex­
pected to gradually develop into the 
pOSitions as described previously. Most 
of these persons would be required to 
help develop programs and functions out­
side of their more narrowly conceived 
tasks that would constitute their jobs 
after full implementation. A 14-member 
first year central staff is suggested, 
to include the following positions: 

1. The KJSA Director 
2. Two "Area Coordi nators 
3. Prevention Coordinator 
4. Supportive Services Coordinator 
5. Comptroller 
6. Four 'other professionals: 

Two planners, Personnel Director, 
and Information Director 

7. Four secretarial positions 

Considered to be a part of the same 
first year staff, are person~~to be as­
signed to area offices. It ~ill be 
suggested that three persons be aSSigned 
to each area office during the "phase­
il1" period. These persons are: 

1. Area, Di rector 
2. One other professional mid-management 

position (in the field of prevention, 
information,or.probation) . 

3. One secretarial position 

desirable to locate these persons around 
the state in order to help with the 
development work going on in each area. 

Th~ total of the'se tWd'specifications 
for fi rs t yea r staff comes to a tota 1 of 
56 positions. The vast majority of 
these positions are-in support of the 
services being provided in local commun­
ities - following the philosophY which 
is well established throughciut this 
glanning effort. -

COST AND FINANCING 

COST - The estimate for the operation 
of the central office, consisting of 14 
staff members, is approximately $200,000 
for salary and $50,000 for expenses. 
The relatively large amount for expenses 
1S meant to insure that central office 
personnel are able to visit all parts 
of the state as the plan develops. The 
operation of the 14 area offices with 
thre~ ~~rsonseach (a total of 42 per­
sons)1s estimated at $450,000 for 
salary and $100,000 for expenses. This 
amounts to a total of $800,000 for the 
first year phase-in staff. 

are tq have direct operational responsi­
bi 1 i ty . The" ki nds of experience and 
familiarity with the juvenile justice 
system required for these boards to ful­
fill theirresponsibil iti es effectively 
is generally not .avai1able at present 

bas i sfor the' initial period. Thebas,i c I, 
legislation WQuld also necessarily in-
volve a small appropriation for the basic I 
staffing tif the agency. It is not be- . I 
tieved necessary to make other adjustments j 
in the statutes concerning juveniles at I 
the outset. Such adjustments and changes ' 
may be desirable, but not entirely neces- i 
sary duri ng a "phase-in,'~ period. 

. It is- believed that by coordinating the 
\ mid-management professionals on a state­

wide basis, that it would be possible 

FINANCING- Initiation of a program of 
this magnitude obviously requires the 
appropriation of new funds from the 
state level. However, itis possible 
that some of the financing of these 
expenses could be obtained from the 
Governor's Committee on Criminal Ad­
ministration throuqh their allocation 
presently being received at the state 
level. This allocation increases each 
year, and some is alre~~y deSignated 
for a juvenile justice system. It is 
a further possibility that an incentive 
grant might be obtained from the Law En-

in the sta'te of Kansas. Therefore ,i t 
will be necessary to form these boards 
and provide them with various kinds of 
tra i ni ng pri or to the time that they 
can be expect~p to responsibly and ef­
fectively fulfill their appointe,d role. 

I' 

FIRST YEAR CENTRAL OFFICE S!rAFF- A pro­
posal is made belowtdestablish a 14-::per-

to develop prevention, information, and 
probation supervision staff services in 
an eff~ctive manner: It is also believed 

, forcement Assistance Agency, outside of 
that presently allocated .to the stat~. 
Further ideas about financing are found 
in ,the next chapter. ~ 
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CHAPTER" 4 

FINANCING THE SYSTEM 

Sect; on 1 : INTRODUCTION Page 123 
4 

The f;nal1cin~,of the delinquency prevention and control system is a 
critical issue, on which its overu,ll effectiveness will depend. This 
section presents some of the principles which have emerged in dis­
cussions of the issue and commentary on financing principles from 
other states. 

Section 2: CURRENT EXPENDITURES Page 130 
;, 

A survey of current estimated expenditures bAing made in the state 
for various delinquency prevention and control purposes. These 
expenditures are categorized according to general elements within 
the system model. 

Sect; on 3: PROJECTED NEEDS, Page 131 

Simplistic financial projections for a fully operational system of 
delinquency prevention and control. Computational formulae are 
explained for each general category and then summarized. 

Section 4: ACqUISITION OF FINANCIAL RESOURCES Page 137 

A summary and review of principles bf public funding, followed by 
summaries of three traditional arguments for obtaining public funding. 
The issue of state or local predominance in obtaining financial re­
sources is examined. The possibilities of federal funding of some 
activities are explored. Finally, the special difficulties expected 
to be encountered in financing prevention programs are discussed. 

Section 5: FINANCIAL CONTROL Page 148 

An inseparable combination of two basic approaches to financial con­
trol is presented and recommended in this section. Three levels of 
financial control are specifiep: the comprehensive plan level, the 
adaptation plat'Y level, and t~e specific contract level. Final com­
ments in th is sect; on dea" wi\)~h adjusti ng fi nancia 1 support to re­
spond to evaluated experience. 
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SECTION 1: 

The fi nanc i nR of the deli nquency preven­
tion and control system described in this 
planning report is a critical issue. The 
majority of services specified in this 
system will require considerable addi­
tional financial resources over that CUr­
rently available. The overall system 
will ineVitably cost several millions 
of dollars more than currentexpendi tures. 
On the other hand, a larger investment 
may actually reduce the total' cost and 
toll of crime and illegal activity. As 
previously $uggested, volunteers should 
be used in a variety of tasks within 
the overall system. Volunteers may re­
duce costs in comparison with what 
they might be if a fully operationa1 
sys tem di d not uti 1 ize them. And, they 
are expected to give benefits other 
than reduction of costs, However, it 
must be emphasized that the utilization 
of volunteers also involves costs, so 
that the potential savings are not as 
great as some who are unfamiliar with 
volunteer programs might believe. Finan­
cing remains an essential and critical 
issue Which must be squarely faced and 
which requires definitive action. 

Perhaps the first principle that should 
be advanced is that partial financing 
is false economy. For example, forcing 
a· choice between the financial support 
of prevention and control programs is 
a misguided pitfall into' which others 
have fallen. Some have suggested put­
ting all new funding into prevention 
efforts while others have suggested 
putting it all into the control field. 
The system described in'the previous 
two volumes clearly is based on the pre­
mise that both prevention and control 
programs must be supported if we ex­
pect to reduce the problem of delin­
quency significant.ly. However, the 
fact must be faced that partial finan­
cing of a juvenile justice system is 
highly probable and possibly inevitable. 
This means that choices will have to 
be made regarding the utilization of 
inadequate resources" It will be sug­
gested that decisions on how limited 

INTRODUCTION 

r'esources are to be allocated be based 
an evaluation of the efficiency and ef­
fectiveness of various kinds of services 
and the agencies responsible for such 
services, and that choices not be made 
between " prevention and control programs. 
A poor and inadequate investment in pre­
vention programs must inevitably increase 
the s1 ze of the control field. 

It should be recognized that partial 
financing within the system - the cur­
rent situation throughout the juvenile 
justice system in ~ansas - may actually 
be counter-productive of intended results. 
Partial financing which results in some 
needed services simply not being avail­
able usually does not solve the problem 
and often leads to the conclusion that 
available services are either meaning­
less or ineffective. For these reasons, 
it will be suggested that the only realis­
tic effort regarding financing is to con­
tinue to work for the level of financial 
support that allows the preventi9n and 
control system to be fully operative ac­
cording to curreht experiences of need. 

Crime is not free. Many persons seem 
to believe that if they are not directly 
victimized through criminal activity 
they are not affected by the cost of crime 
in their community, state, and nation. 
This wide-spread belief is false. The 
damage, injury~ and loss resulting from 
criminal and illegal activity is borne, 
to some extent, by all. Perhaps the 
most easily recognized example of this 
are losses reimbur$ed by insurance. In­
surance on autos, i"homes, and bus i nesses 
allow those who have directly suffereo 
the loss to recover most of the loss 
through thei r i nSUI~ance coverage. Though 
the equity of this arrangement leaves 
much. to be des ired, the amount of money 
being redistributed in this fash'ion is 
very considerable. The increases paid 
by Kansans for insurance premiums have 
risen sharply in recent years. The in­
creases that have occu?red have been 
caused by increasi'ngly greater losses 
resulting from criminal and illegal acti-

i. 
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vity. Though hot all of these losses may 
be attributed to juveniles, a very signi­
ficant percentage of them can. In addi~ 
tion to this, a majority of the adults 
responsible for these losses we~e, a~ 
one time in the past, known to juvenlle 
justice authorities. A very .great deal 
of the losses presently being experienced 
from criminal activity can be related to 
the failure of the juvenile justice sys­
tem to rehabi 1 ita te and redi rect those 
placed withjn its jurisdiction. 

Some other more obvious costs can also 
be cited in support of the idea that 
crime is not free. The size of control 
agencies generally bears a relationship 
to the increases in the incidence of 
crime. The cost of operating the various 
law enforcement agenci,es in our nation 
amounts to $3 billion br so per year. 
The operation of cburt~s is another sig­
nificant cost item borne largely by 
local taxation. The costs of probation 
are also significant. A-fuajor cost 
item is the operation of training schools, 
reformatories, and penal institutions. 
Added to these easily identified costs 
are the costs of maintaining families 
of those who are incarcerated, and those 
unable to find regular employment at a 
reason~ble rate of pay after release. 
There is an increasingly common computa­
tion called the "career cost ll of individ­
ual offenders. ThiS cost, presehtly com­
puted at more than $15,000 per individual" 
is the sum total of all directly attri­
butable public expenditures. An addition­
al cost which should be'mentioned is the 
situation in which the injured or ha'r.med 
person is not insured and must absorb 
the loss or injury personally. Various 
experts have estimated the total cost of 
crime - including organized crime - to 
our society at between $30 and $50 bil­
lion per year. This atronomical figure 
exceeds easy comprehensioll aDd'includes 
s.omeestimates obviously open to ques"­
tion. However, even when only a frac­
tion of this amount 15 accepted as a ," 
more realistic figure, tfte cost is still 
stagged ng. ,. In our own sta te, in recent 
years, increased insuranceprem;ums and 

the increases in various other identifi­
able costs clearly indicate that the 
cost of crime to the average citizen in 
Kansas is high and is increasing. 

Most persons 'h1ho have been inVolved in 
our planning process tleariy realize 
that financing of a juvenile justice 
system will be a controversial issue. 
Even though disposable personal income 
is at a high level, both in comparison 
to our own history and in comparison to 
other nations, there is a Wide-spread 
feeling that public expenditures should 
be held at their present level or even 
reduced. Most discussions of this issue 
do not discriminate between personal and 
impersonal public services - with the 
exception of welfare services. The feel­
ing that public expenditures' should not 
be increased is not accompanied by any 
observable renewal of support for private­
ly financed services. Though it appears 
that the subject of 1I1 aw and order" is 
at the forefront of the minds of most 
people, there 'is very little appreC"iatidn 
of what is necessary in the fie.lds ,of 
prevention and rehabilitation.- ~o:s,t 
interest seems to be focused on 1a,1,A("'en­
forcement and the courts, which !.~'reQnly 
a minor part of the full range of concerns 
within the subject area. As a matter of 
fact, law enforcement agencies are pre­
sently apprehending many more juveni.les 
than can be handled by the juvenile ~ourts 
in an effecti ve manner. Thi sis:' not to 
suggest that no improvement is ~eeded ' 
in the law enforcement field, but that 
it is in need of less assista-hCe at pre,.. 
sent {han courts and rehabilitafive a~en-
ci es. 

There are philosophical issues "in regard 
to financing that shoVld be noted. The 
first of these is that the structure of 
laws in the state of Kansas clearly indi­
cates that a juvenile justice system is 
to be primarily a county responsibi"1ity. 
With the exception of statutes regarding 
the Boys' and Girls' Industrial Schools, 
and other commitments to the State'De­
partment of Soci a 1 Wel fare, the laws 
sp::;cify counties as the responsible en-
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'jities ~n this field. There is, ob­
Viously, a very clear political philoso­
phy Underlying the uniformity of these 
state statutes, one which differs marked­
ly from that which has evolved in our 
state regarding the adult criminal sys­
tem~ most eaSily recognized in the dis­
tricting of adult.criminal courts. This 
phil osophy reTi eves the state, government 
f~om assuming any responsibility for 
flnan~ing a juvenile justice system ex­
cept 1 n the case of BIS, GIS, and commi t­
ments to the State Department of Social 
Welfare. However, most attempts to in­
c~eas~ th~ financial support of a juve­
ml~ Justlce. system in a county on the 
basls of property taxation has been un­
suc~essful in. recent years. Many such 
efforts have been aborted before they 
reached the level of public attention. 
Even though there are state laws en­
couraging the developing of new services 
on the basis of taxes levied by the . 
county, no progress has been made in 
the several years since these laws were 
enacted. 

The range of services described in 
Volumes II and III and the organization­
al structure on which basic agreement 
has been reached (described in Chapter 
2 of this VOlume) clearly indicate the 
need for a state commitment in the field 
of juvenile justice. The necessity'. 
for a state comm; tment carries wi th it 

. the implication that .the state shou"ld 
a~sume some responsibility for financing 
tpe system (whi ch it presently does riot 
Jiecognize). Ihroughout the duration of 
this planning effort, the staff has been 
repeatedly told that the prop~ f:y tax 
levied by the county government. Gannot 

" abso-rb any further increases. If thi s 
is eVen only approximately accurate, 
there are obvious implications for es­
tablishing a state commitment of differ­
ent dimensions than that which now 
eXi:sts. 

However, there a.re also practical politi­
cal issues regarding finanCing. Even 
if a state commitment to improvements 
in the juvenile justice system was to 
be accqmpli~hed, there would stil be is-

.. 

sues reg~rding the magnitude of funding 
i 11 any particular ye~a r. Thepracti ca­
litiesof budgeting for a system of this 
ki nd wh; ch must compete with other genu; ne 
and deservable needs in the form of the 

'state legislature must be ~ecognized. Some 
ideas regarding how a juvenile justice 
system might be financed will be found 
later in this chapter. 

It must also be recognized that this 
planni n9 effort is being undertaken by 
employees of the state of Kansas. The 
suggestions contained herein are not 
b!nd~ng 011 any official or department 
wlthln state government, nor on the 
legislature. Once ideas regarding how 
a juverrile justice system might be 
financed have been develoned, they must 
be subjected to regular channels within 
state government or social action by 
those outside of state government - or 
both. 

THE QUESTION OF RESPONSIBILITY 

As a bri ef hi s tori cal note, it wi 11 be 
mentioned that two simplistic methods of 
financing this proposed system have been 
discussed. At the one extreme ;s the 
suggestion that)'counties and/or other lo­
cal governmental units be given sole 
reSPonsibility for financing thi.ssys­
tern. Generally, this point of view is ad­
v~nced by persons who have a strong com~ 
mltment to the philosophical position of 
ijlocal control." This is generally the 
pos i ti on refl ected i. n ex; s ti ng s ta te 
statutes. At the other extreme, it has 
been suggested that the state assume 
sale responsibil ity for financing the 
system. Generally, this paint of view 
has bee" advanced by persons who come 
from smaller counties and communities in 
which a variety of services appropriate 
for use';n this system do not presently 
exist. Adoption of this principle would 
be a complete break wi th the traditions 
of the past. 

Mostdiscussions~ however, have concerned 
various arrangements for sharing the re­
sponsibility for financing'the system. No 
specific formulae have ever bee.n advanced, 
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but the shared responsibility principle 
1S reflected in .the current situation 
quite c 1 early.' Poj' example, the state 
'p:resently fi nances') two resi denti al treat­
ment facilities. three treatment units 
a t other sta te fac il i ti es ;' supports 
those who are made wards of' ~tle state, 
and contributes to the budgets of wel­
far'e departments i n all 'count; es, Coun­
ties contribute to welfare departments~ 
support the sheriff's departments, con­
~ribute to mental health clinics, etc. 
MDnicipal governments support law en­
forcement agencies. School districts 
have various kinds of programs for 
those who can be clearly identified as 
pre-delinquent, and obtain other funds 
from state and federal sources for spec­
ialized programs that should be .counted 
within this system. The federal govern­
ment also particjpate~ in a substantial 
way through various federal programs cur­
rently in opera t'i on in the s ta te. The 
LaW Enfor'cement Assist~nce Agency(LEAA) 
is probably the most clearly recognized 
of these. There are also a large number 
of private donations of funds and per-

,sonnel. These donations include such 
things as the time and skill of volun­
teers, agency services, and even resid­
ential treatment. These six kinds of 
resources provide virtually all of the 
present support of the juvenile justice 
system in Kansas. 

Discussions tn latter months of our 
planning effort have centered on the·idea 
of IIpredominance of financing responsi­
bility" within the framework provided 
by a recognition that funding arrange­
ments are being shared and should con-
ti nue to be shared.. A sta te government 
predominance in financing responsibil ity 
is apparently favored, at leaS,t for 
minimum basic services. Even those coun­
ties in which . thE! principle 'Of "local .con­
tro 111 is predomi nant seem to want the. 
state to provide them with the financing 
they need to upgrade the quality of juve­
nile services. The alternative to this 
is 1 oca 1 predomi)lancei nfi hanc; ng re- . 
spon,sibil ity .Manyperson~,~>,pelieve that 
this ;s the best principle for financing, 
but that itis impractical at the Ipresent 
time. Matters such as the "tax lid" and 

the reliance which WOUld have to be placed 
on property~b{Xati on cause persons tore­
gard thi s pd~stl bil i ty as impracti cal in 
the curY'ent~ f:situati on. 

\ 'i 

,Considerable attention has been given 
to the "subsidyll financil~9.i principle 
used in both California and Washington. 
The principle of probatfon subsidy has 
a very sound and useful basis. Counties 
are reimbursed ., far mal<hngless use 
of state provided residential treatment 
than their previous record of such use. 
Each county within the state is rated 
according to the use which they have pre­
viously made of residential treatment 
an an experience factor' is established 
for the county. Then, if the county 
makes less use of residential treatment 
provided by the state than their established' 
rate, the s tate au thor; ty returns a 
specified amount of dollars to the county 
to be used in improving their probation 
programs. In both California and Washing­
ton,· the amount of funds returned to the 
county is $4,000 for each person less 
than the rate established for the county. 

Probation subsidy in California has been 
in operati on for' seVera 1~ yea rs • It was 
fir$t proposed more than ten years ago, 
in ~ different context than the reasons 
for its eventual establishment. In the 
first two years of operation of the pro­
gram it did not benefit either the Cali­
for:nia youth Authority or local probation 
departments to any considerable degree. 
However, after the initial few years it 
became a major feature of great benefit 
to CVA and local probation departments. 
During 1970, more than $18 million Vias 
returned to counties under this program. 
The majority of this money was returned 
to the county of Los Angel es, of course. 
As a result of the program, California 
has been able to close down one large 
residential treatment facility and never 
actually opened another new facility. 
The reduction in need for residential 
treatment is directly 1 inked to the pro­
bation 'S~bsidy program by official an-
nounGements. 

, The state of Washington also began 9. pro­
bation subsidy program in early 1970. 
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Mr~ Thom~s Pinnock, Director of Juvenile 
In~tltutlons at the time, addressed 
our Second State-Wide Conference in Decem­
ber, 1970. He descri bed how the program 
had ~ffecte~ the overall situation.in 
W~sh1n~ton,ln th~ short period of time 
~lnc~ lts lnceptlOn. He predic'ted that 
lnst~tutions WOuld be closed in Washing­
ton 1n the n~xt few months. A visit 
by the chief planner to the state in 
the summer of 1971 substantiated the ac­
curacy of his prediction. One of the. 
largest of the institutions operated 
by the state of Washington was being 
closed) and there .'lIere reducti ons through­
ou~ the. s~~tem.· The Washington plan is 
qUlte S1m1,ar to the California plan. 
In bO~h c~ses, the money retUrned to 
count1~s J~ to be USed for.purposes of 
~treng~henlng probation and other services 
1 n the, communi ty, It cannot, for exam­
ple, slmply be returned to the general 
fund of the county. . 

Many of-t~ose who have participated in 
ou~ p~annlng here have felt that this 
prlnclpal.could be adapted to Kansas. 
H~weve~, l~vestigation of the overall 
S!tuatl0n 1n which these probation sub­
sldy pro~rams occurred in California 
and Was~lngton leads to the inescapable 
~oncluslOn that the current situation 
1 ~ Ka n~as is not compa rab 1 e to the 
sltu~tlOns in either California or 
Wash1ngton. 

sHuation has ever existed in Kansas. 
The,state agency ~espon~jb1e {or r~sid­
entlal treatment 1n Callfornia~nd'Washing_ 
ton has no power to select or reject 
those who ar~ commi tted to i ts C~'I~e, as 
do the supen ntendents of SIS and GeTS in 
Kansas. ' 

>~. 

The m?re b~si C ,pri neip 1 e whi ch contra\ts 
th~ sltu~tlon 1n those states with that 
WhlCh eXlsts in Kansas is that they 
very.clearly operated on the prinCiple 
that ~h~ ~tate agency should assume re­
spo~slbll1ty for a large percentage of 
del1n9uents. This has never been the 
case 111 Kansas. Though the approva 1 of 
thr~e . n~w sma 11 res i den,ti a 1 trea tment 
facl11t!es, for Kansas by the 1971 legis­
lature 1S a bre~k with the traditions of 
the past, ~he sltuation which results from 
the ~stabllshment of these resources does 
not 1n any way make the situation in 
Kansas comparable to that in the two 
West,Coast states. Even' after probation 
subsldy ~as had a significant effect on 
~he commltments to institutions in Wash­
!ngt?n, and after~ne of their major 
1nst1tutions.has been closed down, the 
~ate ?f c~mlt~ent to state institutions 
~s stlll SlX tlmes the Kansas rate, as 
l11ustrated on Chart 9 in Chapter 2. 

The first point of incomparability con­
ce:ns ~he p~actice of use of state in­
s~ltutl0ns 1n those states as contrasted 
wlth Kan~as. Whereas both California 
and ~ashlngton hadexper1enced major 

For this reason,it is difficult to con­
s~ruct ~n ~deaof how the probation sub­
sldyprlnClple can be incorporated within 
the pr?posed KJSA system.. The. difficulty 
rests 1n the fact that Kansas has not 
dev~lope~ even an adequate resource for 

· resldentlal treatment, and certainly has 
not developed excessive residential 
trea tment resources. Beyond·. thi sit 
would be very difficult, if not i~poSSi­
ble, to establish equitable and fair 

n~w l~creaseddemands upon their facili­
t1 es ~a~h year for severa lyea'rs, Kansas 
has llmlted the number 01 juveniles 
tha t coul d be committed to state care 
through not proViding any new services 
?f consequence and by giVing the super-
1ntendents of the institutions~a limited 
authority to accept or. nat to accept 
court cOl!lfllitments. Both the California 
and Washl ~gtonpro$rams were characteri zed 
by a COntl nuous bUll dj ng program and 
a c~nti,nuous increas,e of staff over a 
penod 0t::~,~veral years. No similar 

ra tes . of co!pmitment to SIS and GIS on which 
, any k1 nd of proba ticn subs i dy program 
.could be based. Thie widely varying 
rates and numbers a,:f use "of BIS ~nd GIS 
bY~he four,ur~andounties .clearly illus­
trate how. dlff19ult it would be to develop 
an effectlYe formula on which probation 
SUbSl~Y could be based. The fact that 
~edg'11ck. County ,levies a tax to .support 
lnstltutlons WhlCh surely reduce the 
need for commitments to BIS and GIS is also 
a complicating'factor. 
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It wi 11 be sudgested that further di scus­
sion of how this principle might be in­
corpora. ted into the overall plan for· 

. ;the KJSA might be profitable. The prin­
ciple of rewarding effective performance 
and providing some financial penalty for 
ineffectiveness, iscertai'nly worthy of 
furthe.r consideration. However, it is 
believed that; at this time, no directly 
equivalent principle could be devised. 

THE S0URCE OF FINANCIAL RESOURCES 

A number of philosophical positions r 

have been expressed throughout our plan­
ning ~ffort regarding the source of fin~n­
cial resources. Perhaps the most often 
expressed principle in this regard is 
that there should be an equitable load 
throughout the state. Fall owi og from 
this, it is not believed that enabling 
legislation that allows a county to 
choose whether it will provide financial 
resources or not is at all appropriate. 

Three basic kinds of sources of finan­
cial resources have been mentioned: a 
population base,d formu1a, a property 
based formula, and a formula based on 
the money in circulation •. In the first 
instance, delinquency is obviously a 
"people problem ll Q.nd.th~re is, ther~f?re, 
some logic to the pr1nc1ple of acqu1r1ng 
financial resources on the basis of popu­
lation. At present~ the only existing 
state laws applying to th~ co~.nties al­
lows a taxation on the basls-of assessed 
va 1 ua ti. on of property. It is wi de ly be­
lieved that this type of taxation reflects 
an ability to pay, but is generally 
viewed as the least attractiVe of all 
plans for new financial resources since 
it is repeatedly asserted that the prop­
erty tax has reached and. surpassed its 
usefulness as a source of public revenue. 
The final'0 principleis to acquire new. 
fi nancia 1 'resour~es ~y taxa ~i on on ~h~~, 
amount of money 1n clrculatlon. Cr1tlqs 
of this type of taxation point out that 
it has a disproportionat.ely high . effect 
on thos who are poor and least able to 
afford thi s sort of taxati on. 

T.he support of bas i c services wi thi n the 

system is not to be an optional decision, 
such as the current possibilities for 
taxation not accompanied by requirements 
that they be used .. In those existing 
statutes, the county commission may hold 
a referendum vote to determine whether 
the county will a 11 ow taxa ti on for the 
purposes· of detention or probation. There 
seems to be an almost unanimous agreement 
that this is not a proper way to finance 
the system, and the history of accomplish­
ment under this provision for financing 
is nin 

Financing based on property taxation is 
probab l.y not rea lly fa iron a s ta te-wi de 
basis. The example of the assessed 
valuation within the High Plains Mental 
Health district serves as an example of 
this. The High Plain~ area has the ~ec­
and highest total assessed valuation of 
any of "the mental health clinic districts 
within the state, and has a reTatively 
small population. Such taxation would 
presently be a county responsibility, . 
and it is probably not fair to make thlS 
mandatory by a state law. In addition 
to this, since the majority of services 
and the vast majority of selective ser­
vi ces - wi 11 need mul ti -county ca tc'h­
ment areas for efficient operation, 
there are additional significant problems 
in usi ng any money that might have been 
generated in this way. 

Financing based on population seems to 
be, at least superficially, a more equit­
able plan. However, there are no instruc­
tive precedents for such taxation in Kan­
sas. There are thel~efore, major pr'ob lems 
in determining how tax revenue of this 
sort might be assessed and collected. 
In addi ti on to thi s, the experi ence of 
delinquency does not always show a con­
sistent relationship ;to pcpulatton. This 
lrltterdifference may be more apparent 
than real, but the. di fferences cover a 
very wide ra.nge~ 

Financing ~ juvenile justice system on 
the basis of incoma taxation is another 
obvious possibility. A great deal of 
present state reVenues are derived from 
the income tax that is collected in a 
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highly ~fficient manner and in .a way 
Which does not penalize low income per­
sons. Such taxation has a very clear 
relationship to ability to pay, more so 
than most other forms of taxation. How­
ever, the mcome taxation acquired 
within the state goes into a general 
state revenue fund which is then subject 
to annual legislative action. 

Financing based on the money in circu­
lation can be acquired either on a 
state-wide basis"or on a local basis. 
The sta te-wi de tax on sa I es is three 
percent and generates a considerable 
amount of revenue for the state. ·Some 
local communities also levy a local 
sales tax. > 

Financing from the general state revenue 
fund is an obvious possibility. Th~s 
kind of financing would not necessarily 
require a new form of taxation even 
though it would probably require addi­
tional state revenue~ Such financing 
would be dependent on annual legi~lative 
action, which makes the financing picture 
subject to changing perceptions of need 
by the legislative bodies. This might 
be either an advantage or a disadvantage. 

It is also been suggested that a juvenile 
justice system might be financed through 
fines and penalties cir assessments ~gainst 
those placed wi thi n the :sys tern. ,there is 
a precedent for the 1 atter point to be 
found in the requirement for payment of 
expenses in regard to mental health treat­
ment. Many states have financial respon­
sibility laws that require those taking 
advantQge of state operated services to 
pay at ]east a part of the cost of such 
servic~~. A similarplahis under ser­
ious discussion in Los Angeles COUl1ty, 
Cal·; forn; a ,i n regard to probati on ser-. 
vices. It is not an entirely unusual 
method of financing. It appears 
that it might be worth further investi­
gation when it is noted that delinquency 
is largely a middle-class phenomenon 
when the. state as a who 1 e is considered, 
a statement not meant to ignore the 
significant fact that the urban counties, 
especial1.y~ have a preponderance of low-

't~ 

income persons appearing before th~ 
court. In addition to assessments 
made against families, there is a theo­
i'"~tical possibility of establishing 
a fine and penalty system that would 
develop income for the system as the 
fines and penalties ar~ collected. It 
; s diffi cLil t ito See a way to make thi s 
sort of financing applicable to the 
prevention field, even though it might 
be applic Qblein the control field. 
There is also the question of whether 
a family can reasonably be held account­
able for the illegal activities of their 
children, most particularly ~irst offen-
ders. " 

THE SEARCH FOR A SHELTERED 
INCOME·SOURCE 

The desirability of finding an automatic 
source of income of a reasonable. and,.· 
dependable size is obvious. A compafison 
is generally made with the example of 
gasoline taxes which are automatically 
placed in a fund for highway construction, 
and are not subject to the uncertainties 
which affect many other kinds of state­
wide services. 

The possibility of designating tls;n 
taxes" for use "in the juvenile justice 
system has been suggested often. Thms 
would involve the designation of taxes 
on tobacco products for use f9r this 
purpose. It gambling or liquor by the 
drink is ever authorized, the general 
concept would include taxes derived from 
these activities as well. The associa~ 
tion of IIsin taxes" with a juvenile jus­
tice system is not believed to be wholly 
detrimental, even though some connota­
tions are surely negative. 

It has been re~ently discovered by the 
project staff that there is no present 
sales tax on homes. Though the total 
amount of money that could be generated 
from this source has not been computed 
as yet, it is a .. subject which deserves 
further attention. 

The search for sheltered income source 
shOUld be pursued and explored to a 

"', 
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greater extent. rt would certqinly be 
desirable to have a sheltered source of 
income, whatever its pOint of ori.gina-

ti on, than to have any new funds pl aced 
on a very Uncertain annual appropriation 
basis. 

SECTION 2: CURRENT EXPENDITURES 

There is no exact way of determining the 
total "amount of current expenditures in 
the deli nquency prevention and control 
field in Kansas. The principal problem 
is a matter of differ; ng deft niti ons of 
human need, and categories establ;~hed<~\ 
for other purposes which are subsequently 
used wi th varyi ng degrees of facil i ty' by 
those working in this field. For example, 
the Neighborhood Youth Corps~ established 
primari ly as' an "anti -poverty" program, 
may be lIsed by one director to provide 
a needed serv; ce for severa 1 pre-deli n­
quent or delinquent youth, while a dif­
ferent director may (conscioUsly or un­
consciously) prevent such persons from 
being enrolled in hiS program. There­
fore, while the NYC was not deliberately 
desigried to be a service in this field 
of interest, it may actually be used as 
such on occasion, but not uniformly. 

For this reason. (many similar examples 
can be cited) estimates are the only 
figures aVailable for almost the en­
tirety of the activity within the de­
linquency prevention and control field. 
It is rare to find clearly identifiable 
costs. Further research is lIecessary. 
for any degree of exactitude, and, 
since our present (non) system is so 
far from what is proposed in this plan, 
any expenditure for this purpose would 
be of qUestiohable value. A survey 
instrument of some complexity would 
have to be designed and administered, 
and most surely supplemented by investi­
gatory interv.d.ews on at least q. 
s~mple basis. The result of this effort 
is likely to be nothing more than an 
illustration of the fact that some agen­
cies and communities are sensitive to 
the needs of juveniles in trouble and 
some a re not. . 

We will present some estima tes below in 
regard to established categori esof eX-

pense 11n ~hith we know some expenditures 
are bei~g made for delinquents and pre-
delinquents. . 

PREVENTION - We estimate current expendi­
tures in the'prevention field at $7.5 
million, making note of the fact that 
this is the least secure and dependable 
estimate we have. The kinds of expendi­
tures legitimately plaoced in'this cate­
gory are only those directed to juveniles 
that evidence a "pre-delinquency syndrome" 
as described in Chapter 3 of Volume II. 
Since such defi ni ti ons are not .j n common 
current use, no definitive estimate is 
possible. 

The kinds of programs that are legiti­
mately counted are those which respond 
to clearly defined needs and are used 
by those for whom they are intended. 
They may be totally, devoted to this pur­
pose, or only partially. School programs 
dealing with educational deficiencies, 
behavior problems, health, nutrition or 
truancy should be counted insofar as such 
programs include those with syndromal 
behavior. MUnicipal programs for re­
creation or jobs should be counted, if 
they actua lly i nvo 1 ve pre-deli nquents 
(they usually are deficient in this re­
gard) . 

Private agencies providing counseling, 
"character-building" activities, and 
programs to pursue special interests 
should be counted to the extent that they 
are servi ng pre-del inquents. Some of the 
expense of operating juvenile courts 
should be counted here, especially in re­
gard to activity related to the categor­
ies of dependency and neglect, wayward­
ness, truancy and traffic. Finally, 
costs incurred by county and state de.­
partments of social welfare should be 

. counted insofar as they are related to 
. pre-delinquents and consist of services 
rather than income supplementation. 
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CRISIS PROGRAMS - Most of the estimated 
$2 mi 11 ion current expendituresi n this 
category involve either law enforcement 
agencies or courts and court set~vices. 
Since delinquency is the major part of 
recorded major crime, it would be tempting 
to compute a percentage of all law en­
forcement activity related to crime. How­
ever, we will limit the scope of Qcur com­
putation to expenses incurred from dire~t 
deterrents (patrols and special activities), 
community relations work, the separate 
juvenile departments where they exist, 
and the time involved in investigation, 
interrogation, and jailing (or detention) 
of juveniles. 

C9~rt costs include ju~ges, clerks, intake 
personnel and other mis~ellaneous expenses. 
Court re 1 a ted cos ts j nc i1ude the county a t­
torney, the guardian ad litem, shelter 
arrangements, investigation and diagnos­
tic work. It does not include probate 
court costs or probation services after 
adjudication. 

COMMUNITY REHABILITATION -.The costs of 
all community rehabilitation ~ograms will 
be lumped together here and estimated at 
$2.3 million. Probation officers are the 
largest single item in this expense cate­
gory, followed closely (or, possibly, ex­
ceeded) by living arrangements in foster 
or group homes. Much of this latter ex­
pense is only vaguely identified and, 
therefore, uncertain. Mental health 

clinics are also involved in the computa­
tion of expenses in this category. 

RESIDENTIAL TREATMENT - The current ex­
penditures of the public institutions 
providing residentig,l treatment is the 
only definite figuree we have: $3

l
045,653. 

The total comes from the most recent 
budgets of 6 institutions or treatment 
units. "A breakdown of the tota·' pro­
duces the following information: 

UNIT BUDGET BEDS AV. 
BIS and AYRC 1,731,660 284 9,114 
~IS 799,583 97 8,884 
Larned YRC 187,845 30 6,261 
Osawatomie YRC 141,609. 20 7,080 
Salina 169,,495 19 8,921 

There are some other expendi,tures that 
can be. i denti fi ed. Most of these are 
included in estimates noted above, but 
deserve specific identification. The 
Governor's Committee on Criminal Admini­
stration, is currently distributing about 
$1 million for delinquency projects, HEW 
has about $200,000 of YDDPA funds avail­
able, and an unlimited amount of "IV A" 
funds. 

SECTION 3: PROJECTED FINANCIAL <NEEDS 

This section will attempt to set forth 
a method of computing the projected 
financial needs of a fully operational 
delinquency prevention and control sys­
tem as described in Volumes II and III. 

To begin with, it should be remembered 
that there are approximately 750,000 
juveniles wi thin the state of Kansas at 
present, a number presently undergoing 
a slight annual decline. The figure 
used to focus attention more specific­
ally on the kinds o.f programs that are 
appropriate in a delinquency prevention 
and cont~.o 1 system is the group· of those 

who have passed their eighth birthday 
but have not reached their eighteenth 
birthday. The number of juveniles in 
the 8-17 year age category ;sapproxi­
mately 450,000. This number is presently 
a relatively stable figure, but will be­
gin de.clining i.n the next few years. These 
quoted figures are from the 1970 census. 

In contrast to the stable or slightly 
declining juvenile population in the 
state, the indicators regarding delin­
quency are showing a rapid and substan-
ti a 1 growth, The fac ts whi ch ill us tra te 
this are found in Chapter 1 of Volume IlL 
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The presentation in this section,uses 
. computations based on ute 1970 figures 5 

and does not allow for a rate ~bove 
the 1970 rate. This may be Viewed by 

--some as a serious deficiency, and de­
mands as to whether projections should 
be made for a two or three year or 
longer' peri od of time are~ 'not unwarrant­
ed. 

The computations included in this sec-
tion are done on the basis of our pre­
viously described general elements, 
though all three of the general preven­
tion elements are lumped together' as a 
single computation. It will also be 
immediately recogni zed that there are 
other ways to compute costs for this 
system. The best possible way would be 
on the basis of an experience resulting 
from the operation of such a system. 
Since we have no present equivalent to 
the system as presented in this planning 
effort, uncertainties regarding the amounts 
as well as the method of their computa­
tion exist. As was pointed out in the 
previous section, some of the costs iden­
tified here are already being covered 
by existing programs. There will continue 
to be large areas of overlap into pre­
viously establi~hed categories. However, 
these computations are first computed on 
the total amount of financial resources 
needed to make this system operational 
with the balance of new money needed 
over that which is currently authorized 
indicated in each general category. 

The rudimentary nature of these computa­
tions should be recognized. They are 
rudimentary because of the absence of 
the ki nd of information on whi ch costs 
could be more accurately computed. Though 
it might be possible tp devote some fu­
ture effort to an examination of repre­
sentative samples, no such investigation 
has yet been undertaken, and might alter 
these computations significantly. How­
ever, the basis for the computation will 
be indicated in each spe<;:ific instance 
so that,an independent judgement about 
the accuracy of the computation may j;)"e 
made,. Thi s very rudimentary computati on 
of costs seems necessary in order to 

. genera lTy ill us trate the magni tude of' 
the system described in the previous 
two volumes. These projections also 
serve to-focus attention on the fact 
tha t we have seri ous ly fa 11 en behi nd 
from our own previously established 
commitment to the juvenile justice system, 
having allowed a very significant erosion 
of our capability of dealing with offen­
ders from that which we possessed a de­
cade ago. 

PREVENTION PROGRAMS 

The cost computation for all three kinds 
of preventi6n programs will be lumped . 
together here. To b~gin with, the number 
of individuals involved must be iden­
tified; there are approximately 750,000 
juveniles in the state according to the 
.1970 census. A more specific group 
within this total group of juveniles 

" ' 

are those between the ages of 8 and 17. 
Th; s age group is i dent; fied on the 
basis of the idea that very few juve­
niles under the age of eight are likely 
to be brought to th.e attention of the 
system, and that most of those under 
this"age should still be consider~d un­
der the classification of primary p're­
vention - which ljes beyond the scope 
of planning effort. The stat~ of Washing­
ton, for example, uses this identical 
age grouping fo)'! their prevention pro­
grams. :rhere are 447,153 juveniles in 
this age category reported by the 1970 
census. This smaller figure is the 
more realistic base from which percen­
tages of juveniles are to be computed 
rather than the larger figure. 

The prevention programs include only 
th,ase who are evi denci ng IIsyndromes II of 
pre-delinquent. As previously described, 
this category is to include the following 
ca tegori es pf juveni 1e court juri sd i cti on: 
waywardness, dependency and negl ect, truancYJ 
and (selected) traffic offenders. It is ; 
also defined to include the siblings of 
those who are clearly identified as de­
linquent within the control system. It 
further is to incl~depersons whose soc-
ial behavior is disruptive and unacceptable. 
even if not illegal or delinquent. 
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The method of computing the number of 
individuals to include within this 
~roup is simply a percentage of those 
between 8 and 17. The percentage used 
for our computation is 17 percent. This 
percentage is approximately equal to , 
the national figures regarding the num~ 
ber of juvenil es handl ed by juvenil e 
courts in the nation. Several publica­
tions of the U.S. Department of Health 
Education a.nd Welfare indicate that one 
out of every six juveniles makes an ap­
pearance before the juvenile court. If 
this percentage errs, it most assuredly 
errs on the side of understating the 
problem. Officials in the California 
Youth Authority have suggested that a 
percentage of 30 percent is much more 
realistic to use as the basis for pre­
vention programs. 

The application of the percentage pre­
sently bei ng used to the total group of 
juveniles within the more narrowly de­
fined a'ge spand results in an estimate 
of approximately 68,000_individuals. 
Added to this are 6,800 individuals who 
are referred from the crisis programs 
general element for non-judicial hand­
ling. This group of persons consists of 
those who are apprehended by law enforce­
ment .agencies for first and very minor 
infractions of the law and are referred 
to preventi on programs· vi a the Chi 1 dren 
~nd Youth Services Agency. The number 
to be included in Rrevention programs is 
rounded to a total of 75,000 juveniles. 

COSTS COMPUTATION - The computation of 
costs for those placed in prevention 
programs is first based on the assumption 
that current programs a~d efforts which 
may· affect perhaps even a majority of 
these individuals will be maintained at 
the.ir current level of serVice. Some 
of these individuals receive,at present~ 
high cost services for various kinds of 
undesirable conditions and unacceptable 
situations. Others may be served by low 
visibility programs, and activities which 
are not particularly expensive~ It is 
assumed that the significant services 
bei ng pro.vi ded to persons who are placed 
in this category will not be di!l1inished 

at all, and that the financial support 
of programs in this field will be .greatly 
expanded as a result of establishment 
of this system. More specific information 
regarding costs of various kinds of pre­
vention programs can be obtained by a 
revi ew of the vari ou.~ programs described 
in Volume II. . 

The general formula advanced for computing 
costs of prevention programs is an average 
of two hundred dollars per year per individ­
ual"for the total ~roup of 75,000 individ­
uals. The computation for prevention pro­
grams is, therefore, $15 million per year. 
As noted in the preceding section! ,probab­
ly one-half of this total amount is pre­
sently being invested to th~ benefit of 
this, the largest group of individuals 
in the overall sys tem. 

CRISIS PROGRAMS 

The absolute maximum numbet of individuals 
involved in the crisis programs general 
element is determined by the recorded 
apprehensions of juveniles by law enforce­
ment agencies: 21,410 in calendar year 
of 1970. This figure is known to be 
significantly incomplete. Thirty-one 
counties report more cases in their 
juvenile courts than law enforcement 
agencies in the county report as appre­
hensions. The typical reason for dehis 
disparity of records is that the law 
enforcement reports are incomplete for 
that county. However, using the 21,410 
figure as an understated estimate, a re­
duction factor to allow recidiVism must 
be made. The law enforcement reports 
are based on cases, rather than individuals. 
It is es·timated that, at the very least, 
a 25 percent reduction is necessary to 
indicate the number of individuals involved, 
Many have felt that a 30 percent reduction 
figure is moreaccura te. . 

The actual computation of individuals 
involved is set at 16,000.- a 28 percent 
reduction from the reported 21,410 and 
approximately 30 percent of the total 
apprehens ions, if complete r.ecords were 
a va 11 a,b 1 e. 
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The costs of crisis programs is estimated 
at $3 million per year. 

However, nO,te i S'i made of the grea t d i ffi-
. culty in identifying the amount Qf money 

invested in law enforcement activities, 
and also the difficulty Qf defining and 
investigating the costs involved in pro­
cessing an individual through the juve­
nile court. 

GENERAL COMMUNITY REHABILITATION PROGRAMS 

An estimated 9,200 individuals will be 
involved in all three general rehabilita­
tion elements. A recidivism reduction 
percentage has been applied to the 12,274 
juvenile court cases recorded during 1970. 

Those placed in the general community re­
habilitation programs are generally minor 
offenders with no serious personal patho­
logies and a family environment which has 
not completely distntegrated. It is ex­
pected that only first offenders or those 
who have previously appeared before the 
court once or twice will be placed in 
these programs. When appearances before 
the court have totaled three or more, 
the placement will ordinarily be auto­
matically made to intensive rehab pro­
grams. These juveniles are not expected 
to be seriously deviant and, consequently, 
not in need of expensive or significant 
services. The personality disturbance 
of persons placed in this group is not 
expected to be great either, and if 
the personality disturbance requires 
therapy, then the individual wi 11 be 
placed in the intensive general element 
for that reason alone, irrespective of 
the nature or repetition of offenses. 

There are certain ambiguities and uncer­
tainties regarding the number nf persons 
who"might be placed in this group. In 
crintrast to the total number of individ­
uals computed for all rehabilitation 
general elements, and the computation re­
garding the need for residential treat­
ment, thecomputati on of the general 
and intensive community rehabilitation 
programs is based on the principles of 
normal distribution of characteristics 
in groups of ' human beings. 

, It is judged that those wi th these more 
minor problems will be two or three times 
as many in number as those with the more 
serious problems. Therefore, it ;s esti­
mated that some ,6,700 individuals would 
be appropriately placed within this group­
ing out of the total of 9,200 adjudications, 

The cost of handling those placed in 
this group is estimated first on the 
basis of the cost of general probation, 
and secondarily, on the cost of p~oviding 
other services such as those outlined 
in Cha pter 3 of Vo 1 urne II I. The general 
probation cost for these individuals 
will be figured at a ratio of one pro­
bation counselor to 50 probationers. Com­
puting this against the cost of a Pro­
bation Counselor (salary, expenses, and 
supervision) results in an approximate 
$300 base cost per year per individual. 
If the PC's load were higher, it \'Jould 
be possible to reduce this base. As 
a matter of fact, a concurrent maximum 
load of 70 is allowed by guidelines pre­
sented in Chapter 3 of Volume II!, and 
an annual intake of 100 pel" year is ex­
pected to be reached by man PCls. 

However, virtually all of these individ­
uals should be invo.lved in other kinds 
of programs and activities, in addition 
to being placed on probation, if there 
is any serious intention of dealing 
with personal problems and avoiding 
further illegal activities. There are 
several programmatic ~'ements identified 
as likely to be appropriate for varying 
percentages of those placed within this 
group. 

As a result of estimates regarding other 
services, an overall cost of $800 per 
year per individual is computed for this 
group. This tota 1 cost) per year fi gure 
is intended to be adequate, and even 
generous, in regard to the cost of othe~ 
services. In many cases, the cost might 
be significantly reduced for an individual· 
through remedial arrangements not requi ri ng 
the invesbnent of public funds. For exam­
ple, living arrangements might be arranged 
with a relative who would not request or 
demand financial reimbursement. Multipli­
cation of the $800 per year per individual 
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by the nwnber of i ndividua 1 s in this 
group results in.a computation of' 
$5,360,000 annu~l cosi for this general 
element. 

\ 
" 

INTENSIVE COMMUN~TY 
REHJ\BILITATION PRO~1RAMS 

,r-­
\\ 

The number of indiViduals i~vo1ved in 
this genera 'I element is significantly 
less than those involved in the general 
community rehabilitation programs: 2,000 
on direct placement and 500 on indirect 
placement through Y'esidential treatment, 
for which this element provides aftercare. 

The distinguishing characteristics of 
this group are defined from two general 
bases: individual pathology, and repe­
tition of offenses. In regard to in-

,dividual pathology, those who eVidence 
a need for therapy or services to retar­
dates or are otherwise dise.bled will 
be placed in this category for that 
reason only. The other criteria concerns 
the repetition of offenses. It will be 
suggested that after the third offense 
handled by the court - not just the num­
ber of times a person has been apprehend­
ed - an individual should automatically 
be placed in this group. This principle 
is similar to the practices of other 
states in regard to juveniles and gener­
ally throughout the United States in the 
handling of adult offenders. It is based 
on the assumption that the repetition 
of offenses, even when m'j nor, is a 'fact 
which must be recognized as serious even 
when the specific incidents themselVes 
are not serious. Those adjudicated for 
very serious assaults on other persons 
might also be placed in this element 
for that reason alone. 

There'are a number of uncertainties re­
garding the estimated number of individ­
ua 1 s to be placed in this group ,and 
a ratio computation simila~ to that used 
in the previous elementls computation 
is also used here. It is expected that 
for every individual placed in residen­
tial treatment, there shOUld be three 
or four persons who are placed in this 
somewhat less serious grouping. The num-

bet of direct placements in this element 
is estJmated at 2,000, with an additional 
5OtY!(!:omi ng from resil dent; a 1 trea.tment •.. 

,'.~ ! --'::,:: '·t; ': - ',' 

The bost computation for this group pro­
ceeds from the base of what we.have 
called intensiVe probation in Volume III, 
Chapter 4. Intensive probation is 
carried out by Juvenile Services Workers 
who are more highly trained, skill~d and 
expefienced than PC's. In addit10~, the 
intensive probation caseloads fot JSW's 
is placed at a ratio of one JSW to 20 
probationers, Due to the fact that the 
JSW receives a higher salary than the 
PC, and the fact that he has a much 
smaller caseload, the intensive probation 
cost is figured at $700 per year per 
i'hdividual, more than twice as much as 
the cost for general probation services. 

It is also assumed that n~arly all of 
those placed in this element will need 
additional services of some sort. Some 
of these services are likely to be 
expens i ve, even though they are genet~a lly 
to be carried out in the community of 
the juvenile 1s residence. Those placed 
in group homes and those placed in 
therapy are likely to cause the average 
cost for those in this group to be 
raised very significantly. 

Therefore, an estimate of $2,000 per 
year per indiVidual does not seem unwar­
ranted for this group. A figure such 
as this will allow relatively expensive 
investments in thos who are exhibiting 
severe problems and very undesirable 
behavior patterns. It is further be­
lieved that this considerable invest­
ment in this group should eventually re­
duce the heed for residential treatment; 
a group of indiViduals for whom our cur-

. rent arrangements most clearly fall short. 

The estimated cost of this general element 
is $4,000,000 per year for the 2,000 di­
rect placements. Those placed in residen­
tial treatment are processed back through 
this element as they return to community 
life, and comprise a group for which a 
different co~putation is used. There are 
expected to be approximately 500 of these 
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individuals per year, and they are ex­
pected to require less than half of the 
services required by those placed in 

,this element who have not been placed 
in residential treatment. TheY'efore, 
an additional $800 is estimated as a 
realistic cost of handlin~ this group. 
The total, therefore, for intensive 
community rehabilitati.on pro.grams is 
$4,400,000. 

RESIDENTIAL TREATMENT 

The number of individuals to be placed 
in residential treatment in this system 
is computed on the basis of the rate 
of commitments as a percentage of "offi­
cial" juvenile court cases in a calendar 
year. As we have illustrated at sever­
al previous points in the text, the 
ra te of commi tments to res; dent; a 1 treat­
ment has fallen sharply dur;ng the past 
decade. In 1961, the rate of commitments 
compared against "official ll juvenile 
court cases was 13.7%~ a figure not un­
representative of the 1956-1965 decade. 
In 1970, the rate had fallen to less 
than 5% and incomplete records for 1971 
show a rate of less than 4%. It shOUld 
be noted that we are expressing this 
percentage in relationship to l officia1" 
juvenile court cases, which only consti­
tute about half of the total number of 
court cases. The reason for making this 
di sti ncti on is simply because a commi t­
ment cannot result from an rtunofficial u 

case. 

Application of an average percentage 
above recent experience but below the 
1961 level to the 1970 official court 
case number results in an estimate of 
500 individuals per year. Though it 
might be successfully argued that there 
have been many inappropriate commit­
ments to· residential treatment in the 
past, it must also be recognized that 
for a number' of years judges have wanted 
to commit a large number of juveniles to 
BIS but were not able to - the 16 and 
17 year olds being the largest and most 
clearly recognized of this group. 

The cost computation for residenti~l 

treatment could be basedil'on present and 
proposed budgets for BIS\J GIS ~ the Atchi so\1 
Annex, and the new youth rehabilitation 
programs at Larned, Osawatomie, and 

i 
I -

Salina. Howgver, the number of individ­
uals .to be placed in residential treat­
ment 1.s ·50 much larger than current ex­
perience, it is believed wiSer to simply 
develop an average cost estimate for 

-- ~ .. 

an adequate treatment program. The esti­
mate of an average adequate treatment 
program is placed at $8,500 per individual 
per year. This is slightly more than 
the current cost at BIS and slightly 
1 es s than the programs at GIS, La rned , 
Osawatomie, and Salina. It is expected 
that the cost of treatment programs in 
the proposed regional rehabilitation 
facilities and private facilities would 
be slightly less than $8,500 per individ­
ual per year. It is therefore believed 
that this is a realistic estimate .which 
might continue to be realistic for the 
next two or three years. 

Therefbre, the computation for residen­
tial treatment amounts to $3,750,000. 

KJSA CENTRAL AND SUPPORTING SERVICES 

The central administration of the KJSA 
and the indirect support; ng services 
which have been specified in the preced­
ing chapter of this volume are computed 
here. The administration of direct ser­
vi ce pr'ograms is computed along wi th the 
cost of prevention and rehabilitation 
programs. In thi s category, only the 
staff which operates from a base in Topeka 
is inCluded. Though evaluation, as de­
scribed in Chapter 6 which follows is 
expected to be a major cost item, it 
is believed that these central and in­
direct supportive services can be pro­
Vided for a fully operational system at 
an annual cost of approximately $1,000,000_ 

" 

CAPITAL INVESTMENTS 
AND·PHYSICAlFACILITIES 

The firs t of two items requi ri ng capi ta 1 
investments in physical facilities con­
cerns. the regional rehabil itation facili­
ties. These facilities have been estimated· 

, '/ 
~ 
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to cost approximately $1.3 million each 
for the 50-bed units. The 25-bed units 
would cost more than one~half of this 
possib ly as much as three quarters to' 
four fifths of a million dollars apiece. 
Only three of the regional rehabilitation 
facil;ti.es have been widely discussed 
and actually proposed, and no definite 
proposal- -has' been made to create them, 
even though they appeared in the first 
DIM budget proposBl in 1971. 

Detention centers represent another 
essential capital investment th~t did 
not receive as much attention~s. it de­
served in our planning effort~ The sub­
ject is covered in Section 5 of Chapter 

2 in Volume III. Application of national 
standards to Kansas results in a pro­
jected need for 8 minimum si ze un; ts". 
Geographical considerations might in­
crease that number to 9 or 10. This 
means that no less than 4 and possibly 
as many as 5 or 6 new units are needed 
in the state. Costestima tes for con­
str'uction of minimum Sized units some 
years ago was only slight,ly less than 
one-half millidn dollars, although 
these estimates were not based on de-
f; ni te a rchi tectura'l p1 a ns . 

The information presented above, and in 
the previous section is summarized in 
chart "form below. 

CHART 28: ROUGH ESTIMATES OF THE COST OF A DELINQUENCY 
PREVENTION AND CONTROL SYSTEM IN KANSAS 

NUMBER OF UNIT GROSS CURRENT NET 
THE GENERAL ELEMENT INDIVIDUALS COST (expressed in mi 11 ions) 

1. ALL THREE PREVENTION 75,000 $ 200 15.0 7.5 7.5 

2. CRISIS PROGRAMS 16,000* ------ 3.0 2.0 1.0 

3. GENERAL COMMUNITY REHAB 6,700 $ 800 5.36 1.3 4.06 

4. INTENSIVE COMMUNITY REHAB 2,000 $2,000 4.0 1.0 3.0 

5. RESIDENTIAL TREATMENT 500 $8,500 4.25 3.0 1.25 

6. KJSA SERVICES none n.a. 1.0 0.1 0.9 

84,200 32.6 14.9' 17.71 
* this figure is not added in total because it is a processing element, and is 

distributed to lines.1, 3, 4, & 5. 

SECTION 4: ACQUISITION OF FINANCIAL RESOURCES 

Perhaps the most important point to take 
note of is that in the vast majority 
of public funding programs, only matters 
which represent a very clear crisis re­
ceive attention~ Perhaps this is in­
evitable ~.ince most public officia 15, 
and t~e pu~lic at large, are not gener-

ally ready to accept responsibility for 
activities and programs that do not re­
present a response to a clearly perceived 
crisis. Therefore, in public funding, 
there usually must be a clear evidence 
of failure, breakdown, or other unaccep­
table conditions before public support 

o 
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can be obtained or public officials per­
suaded to move in the direction of new 
or revised services. These remarks are 

• not ; ntended to be criti ca 1, but ana ly­
tical of the situation that can be ob­
served in our history. 

It is also cle8r that in most funding 
ther~ is a very small amount of vision 
and very little support for activities 
based on predictions of future crises. 
On the other hand, when clear eVidence 
of breakdown or failure can be shown, 
public officials or the public at 
large are often responsiv.e to the prob­
lem. Very few communities, states, or 
nations have shown concern for most of 

, th~ir problems until they began t~ get 
out of control. However, once th,s 
occurred, actions were generally under­
taken to reverse the trend that had 
developed. 

It is equally clear that there must'be 
a strong JUstiiication.for any add~t~on­
al expenditu}~s that mlght be requlred 
as well as authorizations to undertake 
new types of activities. General'ly, 
the juvenile justice activities in the 
state of Kansas have not, in the aggre­
gate, presented the clear justilication 
for the need for new activities.and ex­
penditures to those responsible for 
authorizing and supporting them. The 
records of obtaining new resources and 
authorizations for delinquency prevention 
and control in recent years by the 
several hund'r"~d statutory agenci es wl1i ch 
have some responsibility or direct 
contact with juveniles is generally a 
record of failure. Though there are 
some isolated instances of maintaining 
established acquisition levels and 
eveni ni ti a ti rrg some new seY'vi ces, re­
sources genet'al1y have remained at the 
same level While the problems to which 
they are addressed hav~ doubled or trip­
led or increased to even an even great(.'1r 
extent. Neither the increase in estab~ 
lished services nor the initiation of, 
new services has approximated the in­
crease in .the experience of the problem 
of delinquency in Kansas during the 
past decade. The sTze,of the,problem 

has tripled during this period while ex­
panSions of eXisting services and addi­
tions of new services hardly account for 
an overall 30 percent increase. This 
means that our ability to deal with the 
problem has been inexorably eroded year 
by year from the position which we held 
ten years ago. The conclusion that this 
is the major factor in our rising de­
linquency rates does not"seem unwa.rranted. 

THREE TRADITIONAL ARGUMENTS 

The arguments used to support requests 
for financial support are of three basic 
types, which we will designate; humani­
tarian, practical, and economic. Brief 
characterizations of each follow. 

THE HUMANITARIAN ARGUMENT - The most 
traditional argument of obtaining the 
support for any human services activities 
is based on a humanitarian concern for 
the welfare of others coupled with a 
moral imperative. to do what can be done 
for those whose situation is viewed as 
unacceptable. This argument has been. 
used in many fields of social concern 
since an early date in our national his­
tory. 

The humanitarian argument originates in 
a consciously adopted and emotionally 
supported position characterized most 
simply as a sensitive appreciation of 
the essential needs of human beings ac­
companied by a parental or humanisti~ 
motivation to have these needs met, 1n­
safar as possible, from community resources. 
When the humanitarian position is applied . 
to the' juvenile justice field, less in­
portance is attached to the specifics of 
overt deviant behavior than to its ori-
gins or causes. 

Th~ general philosophy of juvenile code 
reflects the same basic values as found 
in the humanitarian argument. This is 
why the juvenile code does not classify 
the juvenile as a "criminal" in the 
ordinary understanding of that term. It 
considers the juvenilf! to be amenable to 
nonpenal influences on his or her life 
i. n the vast majori ty of cases. Therefore, 

.. ', 
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the simpTistic "punishment" type of sup­
posed cOT"recti ve i nfl uence is not gener­
ally appropriate in dealing with juvenile 
offender~. The juvenile code is also, 
of course, based on the idea that the 
youthful ness of the juvenil e offender 
allows for the development of major 
new. corrective and rehabilitative influ­
ences on his or herl ife. 

Appeals for services or funding originat­
ing in the humanitarian argument first 
attempt to develop understanding of human 
beings and human needs. Secondly, the 
appeal is dil"ected toward motivating per­
sons to use this understanding as the 
basis for positive action. Though pro­
ponents of this view are usually articu­
la'te and forceful in their presentation, 
they quite often fail to develop a simi­
lar basic understanding of human beings 
in either the general public or selected 
groups. That is to say, the humanitar­
ian argument represents a valuable and 
useful insight, but these insights are 
not always communicated sufficiently to 
others. It is clear that the humanitar­
ian argument requires the establishment 
of a basically unselfish, concern for 
others before it can be understood. This 
baSic understanding may be a reflection. 
of religious or other moral values, and 
certainly reflects the dominant religious 
values in our society, state, and commun­
tties. It clearly promotes and preserves 
the moral value of ~nselfishness. 

The basi s fm~ the development of the 
humanitarian argument is also.the basis 
on whi cil many of the techni ques and pro­
cesses in the treatment of delinquency 
originate. The understanding that overt 
deviant behavior is simply symptomatic 
of unmet needs of the personality has 
proven to be quite useful in the develop­
ment of effective treatment programs. 

The humanitarian argument, though both 
rational and moral, has a general his­
tory of ineffectiveness when compared 
wHh the! results expected from its 
use. The' ineffectiveness may be inter­
preted as a failure to communicate with 
what are essentially difficult intellect-

ua] concepts and an awareness of a 
moral imperative to act positively. Cur­
rent attempts to utilize the humanitarian 
argument encounter special difficulties 
of relatively recent origin. There are 
strong currents of opinion in our society 
today which are "anti-kid." More than 
simply intanding to reflect a "genera­
tion gap," there is some noticeable 
acti ve and overt hostil i ty from adults 
toward juveniles. In such circumstances, 
it seems absolutely certain that the 
basis for the humanitarian argument will 
not ~e correctly perceived. Though 
there are occasionally successes in the 
use of the humanitarian argument, its 
practicality for application to a 
problem such as delinquency in Kansas 
at this time is at least questionable 
due to the overall situation in which 
the presentation must be made. Persons 
to which the argument is presented must 
be relatively open-minded about the sub­
ject and free from pressures that de­
mand a selfish reactionary response to 
it. 

THE PRACTICAL ARGUMENT - This argument 
might also be called the. lIenlightened 
sel f-i nterest" argument. In contrast 
to the humanitarian argument, this is 
a selfish argument. Though selfish in 
origin, it is believed that this may 
be the most practical type of argument 
that can be presented to large numbers 
of people who will never study the sit­
uation in any depth and who will not 
view the basic needs of juveniles within 
a moral framework. 

The practi ca'j argument for the estab 1 i sh­
ment of new services or the acquisition of 
new financial resources originates in 
the perception that persons and property 
are not safe and secure u~ntil we have 
done what we know how to do consistently 
and effectively. The label of "practi­
calli seems q,uite appropriate here since 
all persons have a right to be secure 
in their person and property and free 
from those who would prey upon them 
ill ega lly. 

The development of the belief that we 

,r~ 
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should be secure in our persons and prop­
erty and that all things which we know 
how to do should be done in order to ac-

" hieve this goal is eminently practical. 
It is" hard to find fault with "selfish­
ness'" expres sed in thi sway. 

~, 

The practical argument does not require 
the development of any humanitarian con­
cern - jus t the opposi te is usua 11 y true. 
This does not mean that the argument 
would ignore the basis for the humani­
tarian presentation, but that it is not 
dependent upon it. It is a much more 
clearly und~rstandabl~ argument on the 
public level of awareness since the 
average citizen does not have time to 
become fully informed about the facts. 
It is a1so an argument that is easil~ 
transposed into pol i ti cal.t€1i'iTIinoTogy ... 
a PQsitiv€1beneflt'when additional re­
sources are needed. On the other hand, 
matters which become political issues 
quite often suffeY-.from over-simplifi-

, cation that obscures their real impor­
tance and value. 

This argument focuses attention on the 
physical protection of society - a reason­
able expectation of persons living in a 
civilized society. It is much less con­
cerned with the processes by which the 
safety and sec uri ty of property is se­
cured than i ti s with the results of what­
ever is done. Thi s can be transformed 
into a very punitive frame of mind .,. but 
not inevitably. Many responsible and 

, thoughtful persons wi th whom we have 
been in contact feel that this approach 
to obtaining additional resources isa 
valuable counterpoint in contrast to 
the arguments based Oi1 humani tarian 
Gonsiderations. 

The focus of interest in the practical 
a~"gument is on an entirely different 
aspect of the problem. It is easily 
understood by large numbers of persons 
with a very superficia" understanding 
of the problem and its potentialsolu,.. 
ti on or reduc;:ti on in magni tude. It;s 
well suited, therefore, for practical· 
use - even by those whose motivation is . 
basically humanitarian. The use of this' 

argument is ordinarily more effective 
in obtaining new authorizations and 
funding than is the humanitarian argu~ 
ment. 

The generally' superficial level.on 
which this argument usually operates has 
some potential disadvantages and hazards 
that must be noted', Proposals based 
on serious misunderstandings of the 
nature of the problem may receive the 
same degree of attention as those sound­
ly based in fact. Proposals originating 
in outright hos"tility''to juveniles and 
which directly contradict the philosophy 
of the juvenile code are more li'1\e1y to 
occur in discussionS of the practical 
argument than in discussions of either 
the human4tarian or economic arguments. 
'Once the focus of discussion is placed 
on a superficial basis, then even those 
who are unfamiliar with the problem may 
offer their opinion or raise their 
voice with equal apparent authority. 

Though the essential rationality of ' 
thi s approach cannot be fau Hed, and, ' 
though it is generally the most effective 
argument to use, the potential hazards and 

, disadvantages should be studied carefully. 
Without doubt it can be said that of 
the three arguments, this is the one 
whi ch can be most easilybe perverted i n­
td repressive or suppressive measures 
that negate or overturn the philosophy 
of the juvenile code. 

THE ECONOMIC ARGUMENT - This argument for 
establishing new services and acquiring 
funds necessary'to support them wi 11 also 
be characterized as an "impersona 1" argu­
ment. The focus on interest here is on 
the fact that wh~tever is done in a delin­
quency prevention and control system costs. 
money and can be subjecte'd to both speci - j 
fic and general \lcost-effectiveness I. com- ' 
putations. Both the services that are 
provided by the juvenile justice ,system 
and the ~~esults of~rime can be stated in 
monetary terms. Tne economic.argument, 
of cour,se;j ;s based on the idea that in-

. vestments;! in preventive and rehabi 1 i ta­
tive programs reduce thetoH of economic 
and personal loss in society. 

) 

I 
I 

Financing the System 
141 

T~is argument~dr establishment of ser­
~lces and acquisition of funds originates 
1n t~e general understanding of cost-ef .. 
fectlVF-ness. Some human actiVities are 
very.usefully Viewed within the framework 
p~ov1ded by cO$t-effectivenes~ computa-

. twns. They are especially useful in 
the world of commerce and business, but 
they also ~ave an application in the 
human ser:v1 ces fi e] d. Ttl; sis not to 
say that they are a complete explanation 
ora compl~telY satisfying way of viewing 
~uman serv,ces. It is to say that the 
~nvestment of resources can be computed 
1n monetary terms and various approaches 
to the pro~lems addressed can be compared 
on the bas,s of cost-effectiveness. 

This is a general subject area' which has 
re~ently attr~cted some interest in the 
cr1~e and d~llnquency field. The project 
off1ce recelved a draft copy of a mono­
graph.by Mark.Richmond of the U.S. Bureau 
of Prl son ~ wh 1 ch a ttem~te~ to deve lop 
s?me of tne.general prlnclples in this 
fleld. It 1S noted in that monograph 
tha ~ the co~ts of incaY'ceratibn as a 
pumshment 1n the adult criminal fieJ,J,:c 
may actually be much larger than someu 

of the other alternatives that are avail­
able. Apart from a consideration of 
~hether pun; shment "works II (and there 
1S a large.amount of information to sug­
g~st that 1 t ~oes not)- thi~, approach 
s!.mply recogm zes the fact that society 
wl11 only make a given amount of money 
availab~e for this purpose - and that 
the ~vallable funds should be used ac­
cordlng t? the results of· cost-effective­
ness Stud1es. 

Since a majority of some.kinds of losses 
are covered by insurance, the actual 
loss from the illegal activity is re­
c?vered for the victims through pre­
mlum: charged to a much larger group. 
~s mlght be expected, this generally 
lS reg~rded as the most inefficient and 
~xpenslve methods of dealing with a soc-
1 al problem. 'The payment for losses in­
curred through this method generally 
falls on ~, relatively small group of 
persons d1rectly (i.e., businessmen Who 
suffer lo~.se~ from illegal activjty are 

a relativ~ly small group). SeVeral re­
lated a~tlcles in 197T in Wichita papers 
~ave pOlnted out how insurance rates in 
Kansas have greatly changed in recent 
ye~rs. It is also pointed out how 
some ~reas and some kinds of bUSinesses 
(part1cularly thOse Which stay open to 
late hours at night) are, for all intents 
and purposes, uninsurable. This has led 
to the d~velopment of federal SUbsidies 
for ~he lnsurance that is necessary to 
remaln open for business. 

Home owners· insurance provides am ex .... 
a~ple of ~ow.the cost of illegal{~et~­
V1ty can lndlrectly affect large numbers 
of househOlds not :Jotherwise directly af­
f~cted. From very limited investiga­
tlon, ~h~ staff has found that home 
owners lnsurance rates have risen as 
much as 35% within the past fouf years 
and that further increases are expected. 
The act~al amount of dollars in addition­
al premlum~ OVer that being paid a .few 
years ago 1S not known, but if the in­
Grease has been as much as $20 per house­
h?ld.per year, the amount from one half' 
m11110n households~in the state would 
~otal $10 ~il1ion per year. Though it 
!~ not famlliar to consider this as an 

1 nves~ent" in the problem of crime 
and.del1nguency, we will suggest that 
no lntell1gent discussion of the SUbject 
c~n be conducted without this considera-
tl0n. . 

Anoth~r a~pect within the economic argu­
~ent 1S s~mpl~ that the earliest possible 
lnterventlon 1n unwelcome or otherwise 
unacceptable patterns of behaVior is al­
ways.the most effective and the cheapest 
posslble way to deal with problems. The 
longer the pro~lems are allowed to develop 
~nd become hab1tual, the larger the 

. 1 nves~ment which must be made in either 
remed1al.serv;ces or incarceration. A 
chart wh1chappears in the booklet tlA 
Survey of Juvenile Problems in Wyandotte 
Co~nty Kansas 1970" published by the 
Unlted C?mmunity Fund and Council of 
Ka~sa~ Clty dramaticql1y illustrates the 
pnnc1ple that: lithe earlier treatment 
of other serVices iSpr;ovided, the greater 
the cost-effectiveness of the service,1I 
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The previously noted un~ublished monograph 
by Mr. Richmond also po,~ts out t~at. 
the same general conclus~on, alo~g wlth 
~the other concerns to WhlCh he 91ves atten-

. 'tion. 

The quality of services provided also 
fal1s within the scope of interest of 
the economic argument. A study of the 
cost-effectiveness of various services 
appears to establish the principle t~at 
poorly designed and impleme~ted ser~lces 
may increase both the severlty and l~­
cidence of problems they were ostenslbly 
created to solve. Inadequate program 
design or funding· may generate or allow 
thedevelppment of a la~g~r and mo~e 
serious ,;problem than orlglnall~ eXlsted. 
Severalimass circulation maga~ln~s have 
publi£hed articles on the natlon s penal 
systedhwithin the past year. Most have 
concluded that the system does n~ more 
than remove individuals from thelr ac­
customed residence and hab~ts for a . 
brief period and returns ~'m~o comm~n1 ty 
1 ife wi th very 1 ittl e motlVatl0n to 1 den­
tify with lawful community standards of 
conduct. Only a few cents of each ap­
prop~~ated penal system do~l~r c~n be 
plausibly related to rehabll,tatlon -
which is crucial to all except those. 
under sentence of death or life imprison­
ment without the possibility of parole. 

There are several intimati~ns a! th~ 
same situation within the Juven,le.Jus­
tice system. Though currently aV~11able 
information fans far short of belng 
~ble to illustrate the point, it appears 
that the general paucity of servi~es and 
the mi s use of se rvi ces that do eXl s tat 
least perpetuates and may increase the 
quanti ty and severi ty ~f crimi na ~ be­
havior. Of course, thlsconcluslon 
must be based on a longitudinal view 
that considers records beyond the ~cope 
of the age definition of the juvenlle 
justice system. It is not really sur­
pd sj ng that few persons are rehab~ 1 i­
tated when very, little effort·i s dl rect­
ed to this purppse. It·i;~ ~lso f~ot 
really surprisi'hg that parbal" ,1nade­
quate, and uncoordinated efforts pro­
duce few ·tangible resu'};ts. Though some 

will argue forcefully that any efforts -
no matter how partial - are better than 
no efforts, it does appear that poor 
design and implementation has l1ttle 
effect on the prob" ems addressed .•. cost­
effectiveness is very low. 

As indicated ih this section, discus~ions 
of the actual cost of crime and del1n­
quency needs to ,be p~a~ed within a broader 
framework. U.S. News and World Report 
estimated the total cost of all crime 
and other illegal activity last yea~ 
at more than $50 ~illion in the natlOn. 
(about 1/20 of the GNP). Other authorl­
ties place the toll at from $20 to $30 
billion. ,Even the lowest figure is . 
appalling, and clear1y justif~e~ a natlon­
a1 alarm or dec1aratl0n of crlS1S. The 
size of the problem indicates the need 
for a much greater concentration of in7 
terest than it has been given up to thlS 
time. 

The entire subject area deserves a more 
extensive investigation and exposition 
than is given here. It seems reasonable 
to conclude at this point that cost ef­
fectiveness studies will indicate that 
pres,e,nt methods and practices are.waste­
ful 6f the resources presently belng 
invested. It also seems reasonable that 
the percentage of ~ffectiveness.?ecreases 
as the pattern of lllegal behavlor con­
tinues without significant interv~ntion. 
It seems reasonable that'the earl1est 
intervention, intervention using basic 
community resources, and intervention 
applied to symptoms rather than full­
blown problems will show the highest 
cost-effectiveness. If so, the econo~ 
mic argument would provide a major su~­
port for estab 1 i shi'ng preventi ve serVl ces . 

ACQUISITION PREDOMINANCE 

Ma teri a 1 presented for one of the w~rk-, 
shops at the thi rd conference contal ned 
two "resource acquisition strategies. II 
The first of these was called the IIpool 
of Resources ll strategy and the second 
was called the IIState-County Combination ll 

strategy. In the first was described as 
developing financial resources from 
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throughout the state, ppoling them at the 
state level for allocation on the basis which it deserves, feeling that this 

is more properly the responsibility of 
others. . of need and the performance record of 

operational agencies in all counties. 
The allocations ~ould, of course, be 
funneled through the state and area boards. 
The second of these strategies was to 
continue to obtain funds on a county 
basis and to use those funds locally 
without placing them under the control 

FEDERAL FUNDING 

States and communities 'have become in­
crea~ingly dependent upon federal fund­
ing i~n a variety of human services areas; 
Welfare, labor, health, mental health, 
criminal administration, etc. Of par­
ticular interest to us are funds from 

of either the state or area board. Addi­
tional fund would then be acquired on 
a state-Wide basis by the state govern­
ment, and would be allocated through the 
state and area boards to supplement the 
acti vi ti es supported by county funds. 
Neither of these suggested strategies 
were accepted by a majority of the work­
shops participants. 

Subsequent discussion of this subject has 
resulted in expressions that state ac­
quired financial resources should be 
used to provide the basis services, while 
locally generated revenues be used to 
provide supplementation to these basic 
services. This strategy is not represent­
ed as being a majority conclusion either, 
but subsequent discussion appeared to 
indicate that this was preferred over 
the other approaches. 

It is not e'ntirely clear how a plan re­
flecting this idea might be worked out, 
even tho~gh the projected needs of a 
fully-operational system presented in 
the previous chapter showed that more 
money is needed than that currently 
avai 1 able. 

We have stopped short of specifying a 
financ,ial plan for several reasons. The 
mechanics of financing are not clearly 
a part of our mandate. The absence of 
any state commitment beyond the funding 
of traditional programs gives us no 
sense of direction in this subject area. 
New local taxation is an emotion-charged 
subject area of a highly politicized 
nature that clearly places it in the 
realm of pol itics and. out of the realm 
of a p 1 anni ng project I s competence. ~fe 
have, therefore, not examined and ex­
plored .thi.s .,subject area to the· extent . ._" ,) 

the Comprehensive Law Enforcement and 
Administration of Justice Act of 1968, 
commonly referred to as the "Safe 
Streets Act. II These funds come into 
our state through the Governor's Com­
mittee on Criminal Administration (GCCA) 
and have cumulatively amounted to a 
considerable sum in the past four years. 

Of potentially even greater significance 
are funds from Title 4(a) of the Social 
Security Act that would support programs 
for IIchildren in danger of becoming de-
l i nquent. II Several states util i ze thi s 
funding source as a highly significant 
part of their finanCing, since the 
guidelines allow a very liberal interpre­
tation of allowable programs~ Minnesota, 
for example, uses these funds even in 
institutional programs. There is no 
practical upper limit on the amount of 
these funds, since the amount of the 
grant is solely dependent on the amount 
of acceptable matching funds provided 
by the state. Kansas has not - as of 
the time this report is being written _ 
applied for these funds. We have not 
been able to learn of ~ny serious pro­
posals to acquite such funds, which would 
normally be channeled through the Depart­
ment of Social Welfare. Apart from 
our failure to obtain funds from this 

, source in the past, there is the addi­
tional fact that legislation now being 
considered in Washington (H .R.l) woul d 
freeze each state to their current level _ 
which in our case would be zero. Since 
this funding sQurce could provide the. 
greatest amount of funding for our sys­
tem, our failure to obtain these funds 
is tragedy that may continue to haunt 
us. 
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A third potential source of federal fund­
ing in recent years is found in the Juve­
nile Delinquency Prevention and Control 

.Act of 1968, from which funds for this 
"project originated. The original act 

expired in 1971 and has been extended 
via the J'continuing resol,ution ll strate­
gem. At the time thi s fi na 1 report is 
being written, no formal legislation ~as 
been introduced to extend the act. ThlS 
legislation was never funded at more 
than a small fraction of its authorized 
level, and has never assumed any really 
practical importance for that reason. 
Our planning prpject, the original Wheat­
lands project, and the family volunteers 
program of the Wichita court are the?nly 
activities supported by funds from thls 
source - and all current projects expire 
in 1972. . . 

To summarize, of these three widely 
known funding sources, only one is of 
substantial benefi t to the stat~ (LEAA­
GCCA), one has nevef had significant 
national funding and has only been of 
minor benefit to the state (HEW~YDDPA), 
and Kansas has not organi zed i tse1 f to 
take advantage of the potentially . 
largest source of funds for delinquency 
programs (HEW, Title 4 a) and may have 
seriously damaged its future prospects 
for funding by this previous lack of 
action. . 

However, federal funding is still a poten­
tially impo~tant source of financing, 
and a much broader subject than the pre­
ceding paragraphs suggest. We will, 
therefore, provide a brief survey of 
the mos t important of the more than 200 
specific federal assistance categories 
that can be related to the interests 
of a delinquency prevention and control 
system. The primary reference work in 
this field is the Cata log of Federal 
Programs for Individual and Community 
Improvement published by the Office 
of Economi c Opportuni ty. We have a 1 so 
us.ed the document Prevention of Youth. 
Crimes and Juvenile Delinguency pub­
lished by the Law and Justice. Planning 
Office in Washington as a resource, es­
pecially in 'the assignment of relevance 

'factors to the various programs. In 
this latter regard, all programs listed 
on Chart 29, have an assigned relevance 
factor representing a judgement about 
the degre~ to which these programs can 
serve the interests of a delinquency 
system. A rating of 0 . 1 indicates 
minor relevance, 1.0 represents 100% 
reaevance, and numbers in between show 
relative judgements between these ex- , 
tremes. ,. 

Irr Washington, the planning office 
multiplied the current grants in force 
by the relevance factor, added the state 
budget allocations for delinquency pre­
vention and control,.and got a figure 
of over $100 million! The JUVenile popu­
lation in Washington is only about 
40% greater than the Kansas juvenile 
population (see Chart 9 for exact numbers). 
We have not conducted a similar exercise 
for Kansas, largely because the most 
recent figures are for the fiscal year 
that ended 2 years ago. 

The subject of federal funding re:'ql.;tres 
further exami miti on beyond a survei of 
what is potentially or theoretically 
available. It also requires more exten­
sive examination than it is given in 
this presentation, but we will mention 
some of the principles that are impor­
tant wi thin I the subject .area. The most 
obvious principle is that there should be 
an equitable distribution of any funds 
being used for essential services, which 
of course is not now the case in many 
areas of interest. Only those services 
supported ,by formula grants and equally 
applicable throughout the state meet 
this objective at present. A corollary 
to. this is the fact that project grant 
funding has proven, historically, to be 
ineffective, ineffici ent, and 'unfair in 
overall perspective and should be aVdlded 
wherever possible and c~rtainly for every 
basic essential service in the system. 
This position,incidentally, is h~rdlY 
unique with us, since it is reflected in 
the President's "revenue sharing"plJiO­
posals and forms· a part of the justHi­
cati on of H. R. 1, that has been under . 
consi deration for two years. To ,carry 

\\ 
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the point a step further, project grant 
federal funding places decision-making 
authority for activities with an offi­
cial in the federal office (or in the 
state capitol). Only rarely are such 
officials, or committees, in a position 
to judge the technical merits of the 
proposal or the community environment 
in which the project will operate. 

Under many circumstances, federal fund­
ing contributes to fragmentation of ef­
forts, systemic disequilibriums, and 
dislocations that are clearly negative 
and significantly detract from the posi­
tive effects of the activities. This 
"editorial conrnent," by the way, comes 
from a person Who has admi ni stered 125 
federal projects from 30 categorical 
funding sources administered by HEW, 
OEO, HUD, USDL and USDA. 

One further comment about federal fund­
ing is also necessary; they are generally 
not evaluated in any objectively meaning­
ful way, and such evaluation as are made 
are not made public in the community 
whe re a cti vi ti es occ ur. 

Many other comments might be made about 
federal funding of projects in the 
human services field, but we should 
have adequately noted the factdrs to 
Which our organizational plan should re­
spond. Even though the thrust of the 
p'recedi n9 comments was nega ti ve , federal 
funding is viewed as a potentially valu­
able aspect of the overall financing plan. 
Assuming the continued existence of this 
strategy on the national scene, the chal­
lenge for us i$ to devise ways of re­
ducing the negati ve effects to the ,lowest 
possible level. 

The first thing that comes to mind is to 
have the KJSA designated as the recipient 
of all funds that will be used entirely 
within the system~,.;\on a "block grant ll 

rather than "projectgrant ll bClsis. 

Secondly, the KJSA State Board, and the 
semi -annual lien banc II meetings of all 
governance structures should allocate 
federal funds, along with other avail~ 

able funds, to general elements of the 
system, and areas of the state, on the 
basis of demonstrated need. 

Thirdly, specific allocations toagen­
cies and indi~iduals should be made by 
the Area Boards on the basis of local 
needs, and by the only group of persons 
Who can be expected to be familiar with 
practical problems and opportunities 
where the programs will operate. 

Fourthly, no activities should be ori­
ginated without prOVision for a widely 
discussed and officially approved 
evaluation plan. After initiation of 
an activity, further financial support 
should be made dependent on receipt 
of periodic evaluations, and support 
should be terminated for activities 
t~at do not meet established standards. 

Fifthly, separate accounting should not 
bf~ necessQ.ry on every small allocation 
of funds, but the overall accounting 
plan should provide sufficient detail 
to satisfy federal auditors - as do 
the majority of current state account­
i~g method and procedures. 

Sixthly, funds related to the delinquency 
System, but not Wholly within its realm 
of responsibility should be handled in 
one of two ways; diverSion of an appro­
priate share to the KJSA, or enactment 
of a requirement for regular disclosure 
of i nformati on to the KJSA of a 11 ac­
tivities and accomplishments resulting 
from the use of these funds. 

It is not at all clear whether condi­
tions such as these could be established, 
even though thei r des i rab i 1 'j ty and essen­
tial rationality is obvious. It is 
clear that efforts should be made in 
these directions if this resource is 
to be uti 1 i zedeffi ci ently . 

As we noted at the outset, this subject 
deserves a great deal more attention 
than.it is given here. 
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CHART 29: SOME FEDERAL FUNDING POTENTIALITIES 
FOR A DELINQUENCY PREVENTION ,AND CONTROL SYSTEM* 

GENERAL PURPOSE Type of Federal Local 
PROGRAM TITLE OR DESCRIPTION Assistance Agency funds 

JUVENILE JUSTICE SYSTEM ' 

Law Enforcement Assi stance Agency grants .. 
YDDPA, Diversion oriented projects ....... . 
Children in danger of delinquency, IV A •. ' 

INDIVIDUAL IMPROV'EMENT AND ASSISTANCE 

Project 
Project 
Project 

Formula 
Project 

Non-school fO,ad program ................... ---=~ 
Health care of children and youth (spec.). 
Adul t basi c educati on .................... --:=--"'.><.::;.;;...:.-Formula 

Project 
Project 
Formula 

Upward Bound ...................... a , ••••• 

Head. Start ............................... . 
Child welfare services ...... : .•.......... 

Formula 
Various 

Vocational rehabilitation services ...... . 
Indian; welfare, employment, schools, etc. ----;~~~ 

EMPLOYMENT TRAINING AND ASSISTANCE 

Employment ser1/ices .................... .. 
Job Corps ............. II ••••••••••••• " ••••• 

MDT A - institutional ................ .. 
MDT A - On Job Tt'a i ni ng ............... . 
Neighborhood Youth Corps ............... . 
Operation Mainstream •....•............... 
Work Incentive Program (WIN) ............ . 
New' Ca reers ........... "." ................ " 
Manpower experiements and demonstrations .. 

STRENGTHENING THE FAMILY UNIT 

Commodi ty Distributi on ..•.•.•.•.......... 
Food stamps , .. " ............... " ............... . 
Materna) and Child Health ServiceS ....... . 
Aid to Families with Dependent Children .. . 
Emergency Welfare Assistance ••..•.•••..... 
Medical Assistance, Title XIX .•....•.•.... 
AFDC - Soci a 1 Servi ces ................... . 

"WIN - Ch;ldr,'Care~ •••••••.•• !' .............. . 

Housing: Loans, BMIR mortages~ etc ..•.••• 
Maternal and child h~alth training ....••• 
Migrant Health grants .....•..•...........• 

Project 
Dr Srvcs 

Formula 
Project 
Project 
Project 
Project 
Project 
Project 

Benefits 
Benefits 
Formula 
Inc. SUQ. 
Inc. SUQ. 
Formula 
Formula 
Formula 
Guar.Lns. 
Project 
Project 

DOJ 
HEW 
HEW 

USDA 
~1r 

'HEW • 
HEW 
OED 
HEW 
HEW 
DOl ----:='--

USDL 
USDL 
USDL 
USDL 
USDL 
USDL 
USDL 
USDL 
USDL 

USDA 
USDA 
HE1~ 
HEW 
HEW 
HEW 
HEW 
HEW 
HUD 
HEW 
HEW 

40-60% 
10-25% 
40 % 

25 % 
25 % 
10 % 
20 % 
8 % 

none 
20 % 

none 

none 
none 
10% 

none 
10 % 
10 % 
20 % 
10 % 

none 

none 
none 
100% 
var. 

50% 
vat. 

25% 
'25%' 
NLA 

none 
various 

Rele­
vance 
Factor 

1.0 
1.0 
l.0 

.3 

.6 

.4 

.7 

.8 
1.0 

.3 

.5 

~2 
.3 
.3 
.4 
.7 
• 1 
.5 
.2 
.6 

.4 

.4 

.3 

.6 

.6 

.2 

.9 

.6 

.2 

.5 
' .5 

* AN ADAPTATION of a more'extensive analysis of federal assistance programs 
contai ned in the Appendi x (pp. 7-17), Program PI anni ng Sect; on, of JlPreventi on 
of Youth Crimes and Juvenile Delinguencyllproduced by the Washington State 
Juven" e Deli nquency Pl ann; ng Project; ,supported by funds from the youth Dev­
elopment and Delinquency Prevention Administration, HEW, SRS, Wash., D.C. 

147 
\\ 

, ' 

GENERAL PURPOSE 
Program Title or description 

Type of Federal Local 
Rele­
vance 
Factor Assistance Agency Funds 

SCHOOL PROGRAMS AND ACTIVITIES 

Breakfast, lunch} and milk programs ...•.. 
Drop-out prevention ..................... . 
Classroom personnel training ............ . 
Educational opportunity grants .......... . 
Educationally dprived child" & follow thru 
Guidance, counseling, testing .......... . 
Personnel Development, state grants .... . 
Schoo 1 1 i bra ry resources ............... . 
Equipment to strengthen instruction .... . 
State Dept. of Education assistance .... . 
Education centers and services ......... . 
Teacher Corps .......................... . 
Vocational education ................... . 

COMMUNITY RESOURCES 

Comprehensive public health services ... . 
Mental health centers, staffing ........ . 
Public library construction ............ . 
School construction, fed. affected areas. 
Neighborhood facilities grants ......... . 
Open space land program ................ . 
Urban parks ........ ~ .. ,,;,~ " . 111 •••••••••••••• 

Model cities supplementary grants ...... . 
Urban renewa 1 programs ................. . 
Outdoor recreation .............•........ 
Community Action operations ............ . 
Lega 1 servi ces ......................... . 

_: V I STA .. " ........ " ............. " .... 111 •• !!o ••••••• 

MANAGEMENT AND EVALUATION 

Ben & Sub 
Project 
Project 
Project 
Formula 
Formula 
Formula 
Formula 
Formula 
Formula 
FormUla 
Project 
Formula 

Formula 
Project 
Formula 
Project 
Project 
Project 
Project 
Project 
Project 
Project 
Project 
Pro.ject 

Dir. Ser. 

General research support ....••.•........ Project 
Health services research................ Formula 
Educational research, general and ERIC.. Project 

USDA 
HEW 
HEW 
HEW 
HEW 
HEW 
HEW 
HEW 
HEW 
HEW 
HEW 
HEW 
HEW 

HEW 
HEW 
HEW 
HEW 
HUD: 
HUO 
HUO 
HUO 
HUD 

HTITr-
OEO 
OEO 
OED 

HEW 
HEW 
HEW 

variab le .5 --,-:..:;..-none " .9 
none .4 
100 % .3 
none .9 
50% .8 

none .8 
none .3 

50 % ''" _--=-:' 8::..-
none .3 
none .5 
10 % .5 
50 % .5 

variable .3 
variable .3 
variab le" .2 

nla .2 
25-33 % .3 

50 % .4 
50 % .5 

20% adm .2 
25-33 % .3 

50 % .3 
variable .3 

20 % .4 
nla .3 

none .6 
none .2 
5 % .2 

.Handicapped research & demonstration.... Project 
Rehabi 1 i tation research and projects Project ~;.:;-;-- _--::..::.-:::..-. __ ..:..:::.._ 

HEW variable .2 
HEW 10 % .3 

FEDERAL 
DEPARTMENT 
ABBREVIATIONS: 

Agriculture 
Labor 
Health, Education~ Welfare 

USDA -
USDL -
HEW 
HUD 
OEd 
DOJ 
001 

Housing and Urban Development 
- Office of,Economic Opportunity 
- Justice 
- Interior 

NOTE: The relevance factorS 
on thi s chart are only 
occasionally the same as on 
the chart from whJch this 
. f t' t l 

" 1n orma 10n was (iKen. 
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THE SPECIAL "PROBLEM 
OF PREVENTION"PROGRAMS 

Financial support of prevention programs 
· "presents a special problem that deserves 

mention. As noted previously, preven­
tion programs which are s~ccessful, or 
even reasonably so, a~oid the develop­
ment of the crisis situation we previous­
ly identified as the only way to obtain 
public interest and support. When pre­
vent jon programs are working well, the 
rat~!of delinquency is relatively low 
and not likely to receive the attention 
necessary to obtain, or even maintain, 
support. Therefore~ it will be suggest­
ed that a formula be established for 
funding prevention programs at a speci-

"fied ratio to the funding of crisis 
and rehabilitation programs, A ratio 
of the 1:1 is suggested from the material 
presented in previous section~~ "Th!s 
means that for every doll ar appropriated 
for crisis and rehabilitation programs, 
a matching dollar would be appropriated 
for prevention programs. Other author­
ities have suggested a rate as high as 
1:3 for this purpose, and that level 

" would certainly be appropriate under cer­
tain conditions. It is further suggested 
that this ratio be used as the basis of 
allocations to areas, courtties~ and com­
munities, since a considerable need for 
rehabilitation programs clearly implies 
a need for a similarly high level of sup­
port for prevention programs. 

SECTION 5: FINANCIAL CONTROL 

Financial control is a necessary aspect 
of the total subject of financing. Though 
the majority of activities specifie.d in 
this system are to be channeled through 
public agencies with established proced­
ures for financial control, it is be~ 
1 ieved that the system as described here 
allows for additional and important con­
siderations in this subject area, 

Most public agencies are operated on the 
basis of what will be called the "auditor's 
approach" to financial control. In this 
approach, various safeguards are estab­
lished in order to insure that illegal 
and unwarranted expenditures are not 
made. " In addition, purchasing and prop­
erty cbntrol regulations insure that the 
funds that are made available are used 
in the most"efficient ll mannev'. Though 
there are a1ways some difficulties with 
these kinds of regulations (usually pen­
alizing the employees of the system 
rather than agencies or the public -
they represent) the system generally 
operates rather well. It will further 
be recognized that control of this sort 
is absolutely necessary in the handling 
of public funds. 

However, a supplemental approach will 
also be proposed, and designated as the 

,"evaluator's approach.1I When structural 
vacuums and inconsistencies have been 
eliminated j and a system has been de­
signed to deal with all predicted prob­
lems except the extremely rare and bi­
zarre~ then it is possible to begin to 
think in terms of eValuating the expen­
diture of money in comparison with other 
poss.i b 1 e aJ terna ti ves . Once a sys tem is 
establishea, cost effectiveness judge­
ments can b~ made in regard to various 
optional ways of handling a particular 
situation. The cost effectiveness judge­
ments can provide a basis for adjusting 
and reallocating funds being used within 
the system. It allows a desirable flex­
ibility in the approach to the problem. 
Cost effectiveness judgements receive 
scant attention in the human services 
field generally. Of course, the evalua­
torls approach to financial control as­
sumes the existence of an evaluation 
plan which can produce desired informa­
tion on a dependable basis. This;s 
the subject of Chapter 6 in this volume. 

It is proposed that the lIaudi tor's approach'" 
and the lIevaluator's approach II be combined 
in.thE KJSA system, with due note of the 
fact that this approach to financial con­
trol requires some noticeable financing 
itself • 

// 
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The traditional kinds of financial con­
trol a.ctivities of eXisting agencies 
generally reflect the auditor's approach. 
Though not available in Kansas, there 
are precedents for the evaluator's ap­
proach to be found within the structure 
of th~ California Youth Authority. The 
ques tlOn of whether the actua leva 1 ua ti on 
of activities should be counted as part 
of the financial control, or under some 
other headi ng, is rea 11y imma teri a 1 as 
long ~s the evaluation program is sup­
ported adequately. However, apart from 
evaluation activities, additional finan­
cing is required for exploration into 
the cost effectiveness field. 

Attention is directed to the widely 
held assumption that agencies who 
possess funds - have them in a designated 
account or in an approved budget - are 
generally assumed to have full authority 
to control their expenditure. The fact 
that this is not always the case is not 
widely ,recognized, and is important. 

CONTROL THROUGH 
THE C5M~EHENSIVE PLAN 

The first principle for financial control 
is general allocations: to general ele­
ments wi thi n the system, to areas on the 
basis of experience with the problem, 
and to various general)y applicable pro­
~rams. 

It is suggested that the state and area 
boards, adopt a general al]ocat"~on for­
mula at their lien bane" meetings semi­
annually. In the fall meetings"the 
allocation will be made in regard to 
the proposed budget for. the next fis­
cal year. In the spring meeting, the 
allocation will be made on the basis of 
definite appropriations at the state 
level, accounHng for any appropriations 
that have been made at the local level. 

The allocations to areas will be made 
on the basis of a formula devised by 
the state and area boards. It is strong­
ly suggested that the formula be based 
on actual, experience with the problem 
of delinquency, rather than on "a popu-

lation or a juvenile population basis. 
It is beHeved to be unwise to make in­
flexible allocations to areas, just as 
it is believed to be unwise to make in­
flexible allocations for other purposes. 
Actual experience with various kinds of 
problems should be the basis on Which 
these allocations ar~ made. This would 
require developing formulae. related 
to the kinds of computations presented 
in Section 3 in this chapter. 

Mini~um allocations ought also to be 
made to various generally applicable 
programs in order to insure their exis­
tence~ even when periods of low utili­
zation would seem to bring their exis~ 
tence into question. Allocations of 
this kind would support maintaining a 
minimum service to be made avajlable -
usually in an area. of sparse population 
whether it is being used to the most ef­
ficient level or not. 

Along with these general allocations, 
categorical standards of services shOUld 
be developed. The categorical standards 
are those such a~ mentioned in the chap­
ters of the preceding two volumes. The 
standards should insure~that minimum quali­
fications pay and practices are available 
to all persons who come in contact with 
any part of the system. In addition to 
this, it may be pOssib1e~· after some 
experience has been gained, to develop 
effectiveness standards which specify the 
minimal aCceptable results of various 
kinds of activities. The degree to Which 
this is possible is not at all clear at 
this time, however. There is reason to 
believe that, eventually, standardization 
of cost ranges regarding services and 
results to be obtained from them can 
emerge from the operation of this system. 

A major point in this regard is that the 
comprehensive delinquency prevention and 
control p1 an for the state should reflect 
the accumulative wi sdom that results from 
operation of the system. Thecomprehen­
sive plan is on the permanent agend~for 
the semi-annual en banc sessions of all 
fifteen governing "boards. The plan should 
be reVised and refined in order to reflect 

. i 
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the experience which develops from opera­
tion of the plan in the local areas. The 
plan should confOrm closely to the exper-

. ience that:,has been gained from adapting 
the comprehensive plan to each of the four­
teen areas. 

CONTROL THROUGH ADAPTATION PLANS 

Each area board develops an adaptation 
plan for their particular geographic 
area in specific detail. The comprehen­
sive state plan is intended to provide 
flexibility in several areas without any 
consultation or approval. On the other' 
hand, it is meant to reflect the minimum 
expectations which a juvenile and his 
family may have from the prevention and 
control system. Major changes outside 
of the flexibility limitations should be 
made in the form of a proposal from a 
specific area board to the state board. 
When all fourteen areas are agreed in 
the need for a change from the adopted 
plan, then that change should be made in 
the overall state plan. The adaptation 
plan for each area should probably also 
include some special innovative projects. 
Such projects might be designed to es­
tablish entirely new services or might 
be aimed toward the better utilitation of 
eXisting techniques. The adaptation plan 
also should include incentive funding 
possibilities outside of the regular 
allocations to the area on a formula 
basis. The adaptation plan should, in 
all cases. also indicate the role ~e~ 
fined for volunteers in the overall system. 

The adaptation plan should be approved 
at least annually by the en banc semi­
annual meeting. It is not suggested 
that either the state board or the en 
banc session of all governing units 
should impose detailed requirements on 
a particular area board, unless that 
area board has not been able to manage 
its affairs c~a' proper manner. The 
area bO'qrdlhas defi ni te knowledge of 
the agencies and local conditions which 
must be reflected in the adaptation 
plan, knowledge which neither the state 
board or the semi-annual en bane session 
would ever be expected to have. 

However, the adaptation plan must be 
viewed as a financial control device. 
Financial standards must be attached 
to all specific programs and activities. 
It is necessary that the area board 
be specific about particular activities 
and services. rt is further suggested 
that the adaptation plan, once filed 
and accepted, be considered as a con­
trolling device until such time as 
changes are requested and approved. 
This seems both logical and necessary. 
An adaptation p1an should not be allowed 
to have vague generalities and unspecific 
allocations of resources. It should 
specify the support of all agenCies, of­
fices, and institutions which are to 
be involved in the system in that area. 
Once this is adopted, it should not 
be possible to "rob Peter to pay Paul" 
without notification and concurrence of 
the state board or the semi-annual en 
banc meetings. The adaptation plan is 
intended to be the basis for the issu­
ance of all contracts and the reimburse­
ment for all services performed. 

CONTROL THROUGH CONTRACTS 

Area boards wi11 also contract for ser­
vices through both public and private 
agencies. These services are to be 
specified, as mentioned above, in the 
comprehensive plan adopted for the 
state and specifically mentiohed in the 
adaptation plan. Some important ser­
vices within the overall plan are likely 
to be outside of and beyond the control 
of thatwhich.,is under contract. This 
is recognize~,~nd duly noted. 

Some contracts will simply insure that 
services are available at various loca­
tions regardless of the load, according 
to the Uretainer principle u previously 
mentioned. Some contractual services 
are to be directly related to the load 
and location, and will usually be based 
on a reimbursement of actual cost basis. 
In all cases, contracts are to place a 
financial limitation on the cost of 
various services and the maximum amount 
which might be-reimbur~ed to a particular 
agency for a particular kind of service. 

Financing the System 
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t~e.results to be eXpected from the pro­
V1Slon of the service - to be determined 
by ~he k~nd of evaluation program de­
scr1bed 1n Chapter 6. 

A~j~stmen~s can be made, providing flexi­
~111ty V!h~c~ will cel~tainly be necessary 
1n t~e.1nl~lal few.years, through contract 
spec1flcatlons, through other influences 

Fin~l~y, strict accounting and periodic 
audltlng of actual expenditures are to 
be made in every case. 

on contractors! through refinement of the 
adapta!~on plans for each area, and finally, 
the rer~ nement and improvement of th.e com­
prehens1ve state-Wide plan. 
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CHAPTER 5 

ESTABLISHING NEW SERVICES 

Secti dn, 1 : INTRODUCTION 
Page 155 

The vast majority of services described in Volumes II and III either 
do not exist at a1l, or are not uniformly available throughout the 
state. For this reason, a great deal of attention must b~ d~recte~ 
toward the challenge of establishing new services .and mod~fYlng~xlst­
in9 services to conform to the overall system deslgn. ThlS sectlon 
provi des commentary on the nature and extent of the challenge,' and the 
structure of responsibility within which it occurs. 

Section 2: URBAN COUNTIES 
Page 159 

The unique ptoblems and opportunities of the state's fo'ur most populous 
counties are the subject of this section. These counties generally 
have a variety of agencies presently working with children in tro~ble, 
and many other potential resources. The nature of the chal~enge )n 
these counties is presented individually as well as collectlvely. 
Each of these counties has a single county area board. 

Section 3: MEDIUM SIZED COUNTIES 
Page 163 

Twenty five counties of medium si.ze are designated for special atten­
tion since\\most of them will have to also serve as a resource to 
adjoining counties of dispersed population in the same~esignated area. 
All of these counties pre in mUlti-county areas. 

Section 4: SMALL POPULATION COUNTIES 
Page 167 

Seventy six of the state's 105 counties a~e discussed in t~i~ sec~ion. 
Though by no means identical, these count~es are rough~y ~l~llar 1n 
that they cannot supp_ort efficient selectl~e program~ lndlvldu~l1y, 
and that they generalrly do not have formal1zed age~Cles operatlng . 
within this field of interest. All of these countles an~ under"mu1tl-
county area boards. 

Secti on 5: PERSONNEL ATTRACTION AND DEVELOPMENT. Page 171 

I Establishment of new services means that new peop1e must be br~ught 
into the system. The programs described in preceding volumes lm~ly 
relatively large numbers of persons; professionals, para-pr?feS~lOnals, 
volunteers, and others. This section is devoted to an examlnatlon of 
problems and opportunities expected to be important when efforts are 

. made to establish new services... 
~ ... 

Section 6: NEW PHYSICAL FACILITIES 
Page 177 

Some new physical facilities. are highly desira~le or ab~olutel~ re­
quirea in orderot ,provide a base for new servlces .• c_Tbls.sectlon, 
provides a brief examination of,this important subject. 
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SECTION 1: 

The expansion ofserv1ces to delinquents 
and pre-deli nquents :1.s an overri cii ng fea­
ture of the system which resulted from 
our planning process. The \ind and na­
ture.of services needed for the system 
are iTlustrated in the previous two vol­
umes. Here, attention is focused on the 
practical task of establishing the neces­
sary services. Both the establ ishment of 
new.services and the modification of 
existing services to conform with the 
system design will be described in this 
chapter. 

The basic problem is quantitative; there 
are simply not enough services to accom­
plish reasonable objectives for the num­
ber of persons bei ng refet'red to the sys­
tem. In A Survey of Juvenile Problems in 
Wyandotte County, Kansas, 1970, the Unit­
ed Community Fund and Council of Wyandotte 
County concludes: 

IIFor everyone hundred Wyandotte County 
kids with problems, only 49 ay'e get­
ting the ~I~ 1 P they need. 1\ (16 ) 

This is in a county which has a multipli­
city of agencies and many specialized 
services. In counties without a large 
number of agenci esand professional pro­
vi ders of human care services, the situa­
tion is usually much worse. Quantita­
tive problems are generaTlysolved by 
~imply increasing the number of service 
providers or agencies in the community. 
The problem is therefore generally sol­
ved within the existing structure of 
communi ty a tti tudes and practi ces . . 
Thet~is also ~qualitative problem; the 
effectiveness of existing services \;'1 eaves 
much to be desired .and the totality of 
available services in our communit'ies is 
not of sufficient breadth to meet the. 
needs of juven; les bei.ng referred. The 
quality of services can probably be under­
st08d most easily through an examination 
of the .working situation affecting the 
provider of service. Persons who are' 
reaso~ably "competent and w~ll prepared 
for the :t:a:;sk they perform are unable 
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to produce reasonable results when over­
loaded wi th \ a worki ng load two or. thr-ee 
times greater than normal. The exampl~ 
we.used to illustrate this before{I-l) 
pOl nts out that a double overload on an 
electrical circUit does not cause it 
to work only half as well - it causes 
it to stop functionipg altogether because 
the fuse blows. Though the analogy can­
not be p~shed too far, human beings' 
on whom unreasonable loads are placed 
may react in any of seVE;ra 1 sel f-pro­
tective ways that reduce the quality 
of their work. This means that it is 
not enough to know whether a particu1ar 
service exi sts, some idea of the practi­
cal working situation affecting the pro ... 
vider of Gervice is also necessary before 
conclusions can reasonably be formed~ 

For example, Wyandotte County, in 1969, 
reported an average of more than 300 
court cases for each probation officer. 
Obviously, it is not possible to spend 
much time with each case under such cir­
cumstances. <ThiS simply means that the 
qual i ty of service avail ab le can deteri or­
ate seriously below acteptable minimum 
standards, and beyond the point where 
positive effects overbalance negative ef­
fects. 

A different kind of qu~litative problem 
exi sts when the divers,i\ty of community 
~ervices simply do no~ ~~d.up to what 
lS necessary for deallng)wlth expected 
or previously experienced probJems. On1y 
two or three communities. in Kansas are 
large enough to need the total diversity 
of services necessary to ,deal with rare 
or extremelyunusua 1 problems (i.e., 
the need for resi.ciential treatment) but 
every cOITll1.uni ty should be prepared to 
deal with probl'ems that occur regularly 
and frequently. Very few conmunities 
pre~entlY have' this diversity, of services. 

A further consideration under the heading 
of qualitative problems is the i prepar.ation 
of providers of servi ce for the task that 
they are to perform. The vast' majori ty 
of persons now worki ng in the. juvenile' 
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justice system have not hqd the benefit of 
specificaJly focused forma.l preparation for 
their tasks. Most have lea.rned the tech-
'niques of their present jobs by tr{al 
and error, often with little or no ad­
vice and guidance of .others performing 
a similar function. Bad frabi.ts can be 
leanned by this method almost" as easi ly 
as good habits. 

As a partial· review of points made pre­
viously that illustrate the generaliza­
ti ons presented immediately above, . some 
examples are furnished below: 

* PREVENTION PROGRAMS - Prevention pro­
gra.ms, as we have previously described 
them, are few and far between in Kansas. 
Quite often, such prevention programs 
as do exist are limited in scope, have 
a limited enrollment, do not have a 
sound organizational basis, and are 
occasionally unknown to other persons 
in the comnunity who should be aware 
of them. 

* DETENTION - Though state statutes al­
low and encourage the development of 
detention facilities reflecting the 
nonpenal intention nf the juvenile 
code, only five counties in the state 
have detehtion facilities that rough­
ly' corresporid to this ideal. One 
hundred counties genera lly lise jail 
facilitie~ intended. for adult incar­
ceration -;:o.:9r do not pla.ce juveniles 
in detentioh when thi sis properly 
indicated. In the latter .case, 
juveniles are oCGasionally returned 
to the street without any significant 

J influence on their situation. 

* PROBATION - Seventy Kansas counti es 
have nothing .. or next to nothing-
ih regard to dependable and effective 
probation arrangements. The p,rinciple 
of probation has oeenestabl i shed ~s 
an essential part of an overall juve­
nile justice system for at;least 50 

. years •. I n most cases, the, counti es 
whi ch h~ve not e~tab 1 fshedrs,\.lch ser­
vkes C1 te orgam .. za tl onal,iprob 1 ems 
as the reason for theirfodlure to 
do so. . . . If 

* GROUP HOMES - The group homes in 
which a sheltered living environment 
is provided for children in trouble 
is Mother example of a glaring omis­
si on ina tota 1 array of services \ 
known to be useful and appropriate for 
a certain segment of the delinquent 
population~ Private individuals and 
agencies have initiated a number of 
new programs ,jjn this field within 
the past twq/years. However, the need 
for such facilities still exceeds 
avaifable lesources by a wide margin. 

* RESIDENTIAL TREATMENT - The need for 
additi!Qnal resiqlential treatment 
facil~ties has been-recognized b~ 
persons involved in the juvenile jus­
tice field in Kansas for at least 
six years~ and specific proposals have 
been made for the increase of'this 
resource. Up to this time, no practical 
developments have occurred. 

A "local responsibility" principle for 
the es tab 1; s hment of. the vas t maj or; ty 
of. servi ces needed ;.n the proposed juve­
nil e system was adopted at 'an early 
date in this planning effort, and has 
been a dam; nant i nfl uence on the deve 1 op­
ment of the overa 11 sys telTI. It shou 1 d 
be understood that the concept of 110cal" 
is not used in a rigid and. technical 
sense, but, usually, indicates multi­
county areas with common or interdependent 
p rob 1 ems and inte rests. The spec i fi c 
recommendation adopted at the second 
conference on this subject. is: 

IILocal agenci es will conti nue to be 
responsible for the management of all 
juveniles for wholl} the, state, through 
theKJSA, does not assume responsipi-
1 ity. This principle does noti ntend 
to ignore the problems of communities 
Wh~chdo not presently have proper re­
sources. or where it is not h,el ieved 
that the establishment of the required 
concentration of resources is possible 

'or practi ca 1. II • . ,'. . 

The obvious meaning of·tlhis r,econmendation 
fs that the establishment 'of new services, 
or the modificatioh of existing services, 
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i ~ ~ .. ~ oeal -:-rather than a seta te .. respon­
slb111 ty. This recommendati 011 was adop­
ted because· our planners believed that 
~hereare capab~e and "responsible persons 
1n every communlty, concerned with more 
effective prevention and control of de­
linquency, who believe that they can 
operate services more effectively than 
can 'be done by a monolithic state agency_ 
Those most dedicated to this prinCiple 
ar: generally frlJm the larger counties, 
whlle persons from smaller counties tend­
ed to favor having a state agency take 
over many, if not most, services. How­
ev:r, the discussi?ns which developed 
pn or to the. adoptlOn of thi s recommen­
dation seem~d to convince persons in 
the smaller population couhties that 
anovera 11 system within the state would 
provide them with the guidance, support 
and other assistance they needed in or­
der to assume t'esponsibi1ity for delin­
quents. Si nce the adoption of thi s re­
commendation, there has been a further 
growth ;of support for it. 

It mus t be noted that a 11 efforts to es­
tablish new services are not similar. At 
least four different ki nds of efforts. 
will be identified below and used for~ 
the purposes of discussion in this chap­
ter: . 

* IMPROVEMENT -This term wi1l be used 
to indicate Tmprovements in existing 
servi ces for whi ch a recogni ti on of 
need and at least minimal commitment 
presently exists; 'a qualitative 
change •. Most efforts of this kind 
win be correctly viewed as a qualita­
ti ve change in servi ces . The types 
of considerations app.licable here 
ar.e changes .( usua lly reductions) in 
average work loads, very significant 
new requirements for coordinatton of 
services, efforts to articulate ser­
vices Which need to be placed in cau­
sal or ~equential order, improvement 
of the skills ~f those who provide 
services, and ~im1lar matters. 

* EXPANSION - Thfs term wi 11 be used to 
in.dicate a simply linear extension 
of anexistfng service to a 1arger 

group of recipients; ~ -quantitative 
c~ange. The expans i on of servi ces. 
wll1 generally involve establishirlJ 
~ew units and bases of operation. As 
In. the case of improvement, eXpansion 
bUllds upon a prevjous recognition 
of n:ed and the desirability of a 
serVlce. 

* REPLICATION - This term will be used 
. to indicate the establishment of a 

new program according to a IImodel rl 

of demonstrated effectiveness in 
an'entirely new location and almost 
invariably.under the sponsorship of 
anew or dlfferent agency. In con­
trast to improvement .or expansion 
efforts, recognition of the need and 
usefulness of the service must usually 
be established before 'replication 
wi 11 occur. 

* INNOVATION - Thi s term wi 11 be used 
t? i ndi ca ~e experimental r)i."ograms whi ch 
glve promlse of greater effectiveness 
thah current programs or activities. 
Such programs may be of potentia lly 
great value and wide application, or 
may be designed to meet a very limited 
and narrowly defined need. In most 
cases, innovation should be viewed as 
progres~, toward :providing the diversity 
of serVlces necessary for meeting com­
muni ty needs. 

The responsibility for establishing new 
serv!ces must be placed at the highest 
Posslble level of authority and be SUp­
ported by an allocation of sufficient re­
sources. The ra ti onal development of 
new services withi h any gi ven area re-­
quires the existence of a comprehensive 
overall plan. Miscellaneous and isolated 
ideas about new programs or services are 
Simply not adequate for the cha 11 enge being 
perceived in the juvehile justice field . 
at this time in Kansas. 

All services must also be amenable to the 
exerc; se of management control. Without 
such amenabi 1 i ty, our current l'nonsystemU 
(cle~rly identified as unacceptable be­
cause of its lac~'b~ productivity) win be 
perpetuated. Codrdlnation and articulation 
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of the new services with existing ser­
vices and practices is absolutely neces­
sary •.. No new services shaul d be estab­
Jished \1.ithout considerable prior atten­
tion and adequate arrangements being 
made for coordination. p,~~'nally, suffi­
cient resources (either per$onnel or 
funds) must be allocated to the estab­
lishment of new services on a rational 

, and consistent basis which does not de­
tract from the possibility of the success 
of the new service. 

For the reasons enumerated,above, the role 
o(the Area Board is a cru6ial consid~r­
ation in regard to the establishment of 
neW services, whether that board serves 
a single or multi-county area. The speci­
fic duties of the area board within this 
area of interest are conceptualized 
as follows: 

* The first and most primar,X" task is to 
develop a full understandiing of the 
comprehensive state plan (llsystem model II) 
for the prevention and control of de­
linquency. 

* The area board must next develop a 
reasonably complete understanding of 
the strength and weaknesses and, 
general characteristics of the total 
area of their jurisdiction. 

* The area board must then develop an 
lIadaptati on plan" of the comprehensive 
state plan for their area of jurisd,ic.,.. 
tioTlw This plan must include such modi­
ficati.ons, refinements;Vand elabora­
tions, believed to be necessary to 
carry out the i ntenti ons of the com­
prehensive plan in.their area. 

* The ate~board must initiate a defini~ 
tive plan of action sufficient to es­
tablish the new services specified 
in the ~daptation plan. 

* The area board must exercise manage~ 
ment contro lover age-nci es and other 
providers of service within their 
area of jurisdjctioTl according' t() , 
~xperience of the problem and the· 
measured effectiveness of various acti­
vities ih the area. 

* It is also necessary for the area 
bQard to develop a regular; consis­
tent, and useful evaluation program 
for the system as a whole within their 
area. This is .the subject of the final 
chapter in thi s vol ume. 

* The area board is~ finally, responsi­
ble for informing the public regarding 
the problems occurring in the juvenile 
justice field of interest and the suc­
cess with which these problems are being 
met. 

Simply establishing new serVices without 
a comprehensive plan allows no confidence 
that the objective of.meeting the needs 
of juveniles or protecting the rights of 
society will be accomplished. It is 
essential to develop a comprehensive plan 
clearly indicating the role of ~ach ser­
vice and its necessary causal and sequen­
tial relationships. Fa.r too many services 
established with very good intentions in 
the past have been inappropriately used, 
usually because of poor planning or in­
complete authorizations. It is not hard 
to find services that were originally es­
tablished with the best of intentions but 
have been misused to a degr~e that thei r 
original intended purposes have been sub­
verted or neu tra 11 zed. There is a grow­
ing awareness that the infusion of new 
funds is not the only considerationrele­
vant to the public i.nterest. in this field. 
Effectiveness does not automatically in­
crease with increased funding. Consequent­
ly, the ch,allenge of establishing new ser­
vices is ~ne of design as well as acquiring 
new resources. 

The following presentation in this chap­
ter will classify the counties of the 
state into three groupings: metropolitan, 
medium-sized, and small counties. The 
metropol i tan count; es are,thefour very 
large counties. in the state where the es­
tab 1 i shmenfc of new servi ceswil 1 demand 
the exercise of management influence' 
more than deve 1 opmenta 1 efforts. Tw,enty­
five medium-sized counties, identified 
in Section 3, require moderate toconsid­
erable developmenta1 efforts as well as the 
development of considerable management 
capab i 1 i ty. The rema i nder of the counti es 
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of the state, 76 ;n number, require 
both development and management efforts 
but are likely to be conSidered as 
part of multi-county groupings rather 
than to be considered on an individual 
basis. These classifications are used 
as the basis for the three following 
sections of this chapter. 

The development of personnel resources 
which are necessary to carry out newly 
established services is another area 
?f gr~a! importance. There "is a clearly 
ldentlfled need for a tremendous in­
crease -in the n\,lmber of IIprofessionals ll 
wor'king in this general field. There is 
no doubt that the number of persons 
identified as professionals must be in­
creased several fold in the state as a 
whole. It is also necessary to develop 
paraprofessional workers in this field, 
recognizing the meaningful role such 
persons can play, and also recogniling 
the li~Aly shortage of professionals. 
Finally, attention must be given to the 
recruitment, preparation, and assignment 
of large numbers of volunteers for a 
variety of roles in order to carry out ' 
the comprehensive state plan in the most 
effective possible manner. 

It will probably be necessary to attract 
personnel with specific kinds of skills 
and experience in the juvenile justice 
'field to Kansas from other states. Thi.s 
need appears most clearlY'at the state 
level, where the needs from all parts of 
the state are summari zed. However, metro­
palitan counties have recognized this as 
one of their needs for some time. Individ­
ual cOl1Jllunities will obviously need to at-­
tract personnel from other st~tes where 

they have had an opportunity to gain 
experience that will be valuable 
within this state. This conSideration 
implies that the working conditions 
and salary structures must be reason­
ably competitive with that available in 
other 1 ocati ons • In the majori ty of 
cases, this will require raising salary 
standards and general workihg conditions 
over those which presently exist. 

Finally, this chapter will also make 
brief mention of the necessity for 
some new facilities that are required 
to serve as the basis for selective 
services. 

As a. final preface to the material that 
follows, it will be noted that even 
though Kansas generally lacks some ser­
vices within this field, and that we 
have nothing equivalent to a true IIsys-
tem" in the state, we ,do have some ex­
amples of the best pOSsible handling of 
delinquents. The project staff has 
been made aware of several unusually ef­
fective and exceptional situations re­
sulting from the ingenuity and responsive­
ness of some individual or group of in­
diViduals in a community. It would be 
unfair and.inaccurate if we did not 
point out that there are numerous exam­
ples of persons performing highly com­
mendable and effective services within 
the state. The ~hallenge is.to insure 
that such examples become more common­
place and that they be made consistent 
and predictable in more situations than 
is the case at present. 

SECTION 2: METROPOLITAN COUNTIES 

The four counties with the. largest popu­
lation within the state are referred to 
the term "metropo li tan cO).lnti es . II These 
cOllnties are typically classified togeth­
er and are even occaSionally made the 
subject of $peciaT state laws"applicable 
only. to them. For example, three of 
them l'Jo\'L.have a juveni] e court separate 

from the probate court. Some selected 
indicators regarding these counties are 
furnished on the tab 1 e on the top @f 
the following page. 

Those familiar with the situation in 
these counties will be able to reconcile 
some of the apparent variances which the 



information above suggests. Those not 
familiar with these counties will be 
'able to gain an appreciation of the 
differences between these counties in 
regard to their experience of the prob­
lem of juvenile delinquency. 

Sedgwick County reports offer such an 
unusual picture, and affect the state, 
total s so s i gnifi cantly, that our ordl­
nary policy of refraining from a s;ng~e 
county analysis will be partially':!odl­
fied. To begin with, the 1970 pollce . 
apprehenSion figure citied above (6,899) 
is a whopping 2,816 increase over the 
1969 figUre (4~083); a 10% increas~ in 
ohe year. Furthermore~ the 1970.flgure 
is a number equal to 5~% of all JUv~­
niles from birth through 17 years ot 
age, and about 10% of those aged 8 
through 17. Even after due consideration 
is given to the fact that police appre­
hension records represent \leases" and 
the number of persons involved is con­
siderably less, this single year (an­
nual experience) figure is one of 
the highest in the nation. The 1970 
Sedgwick County apprehensions are 
considerably above the ~ntire state 
tota 1 for 1963. On the other ha nd , 
the cases, reported by the juven; le 
court is well; below the national aver­
age, which seems to average about 50%. 
The court reported 901 delinquency 
cases to the Department-of Social Wel­
fare, and 1,521 to the state supreme 
court in 19.70. The first figure re­
presents 13% of the apprehension total, 

and the second figure. represents 22%. 
This court tends not to report many of 
its "unofficial" cases and verbally re­
ports handling "about 2,500" cases per 
year, which would be 36% of the, apprehen­
sion figure. The stark contrast between 
the Sedgwick County records and those 
of the other three counties in this 
grouping should not be overlooked since 
it affects the state total so Signifi­
cantly. (The fact that there are fewer 
apprehensions than reported court cases 
in Wyandotte and Johnson Counties results 
from i nCG,t;lp 1 ete pol i ce records.) 

It should also be noted that the column 
of juvenile court cases i~ taken from 
the records furnished from the state 
Department of Socia 1 Wel fare, and includes 1;1 
only tfiose cases listed under delinquency , 
not all cases appeal"ing before the court. 

GENERAL CHARACTERISTICS 

Ev-en though the pri nci pa 1 reaSon for 
~rouping these counties together is their 
large size in comparison to the other 
101 counties within the state, there are 
some general similarities that deserve 
mention. One point of similarity is 
found in the fact that there are a con­
siderable number of both actual and po­
tential community reSburces in these 

. four counties. 

* All of these counties have school dis~ 
-triCts of considerable size within 

their boundaries. All have several 
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scho~l districts, but each also has 
a large school district which lends 
itself well to providing specialized 
servi'ces for a small minority of 
stUdents - such as those who are the 
focus of interest in a delinquency 
system. 

* Each of these counties has a number 
of private human services agencies 
performing a broad variety of services 
to the community. Sedgwick County, 
for example, has well over 100 pri­
vate agencies operating within its 
boundaries, of which approximately 40 
provide, or intend to provide, ser­
vices relevant to a comprehensive de­
li nquency and control system. 

* Each of the counti~ihas a welfare de­
partment with a multi-million dollar 
budget and includes actual or potential 
specialization of services that is 
not generally available in sma1ler 
agencies. 

* Each of these counties has several 
law enforcement agencies, and at least 
one that includes a specifically or­
ganized and well staffed juvenile sec­
tion or department. The same cannot 
be said for the vast majority of the 
other counties in the state. 

* Three of these counties now have, or 
are authorized, juvenile courts that 
have been separated from the county·s 
probate court. 

* Each of these counties has a signifi­
cant ~robation staff, even though none 
are .as large as they should be if , 
~aximum case load standards, such as 
we recommend in Vol. III, were estab­
lished. 

* Each of these four: counties has deten­
tion facili~ies Which can be regarded 
as at least minima lly adequate for 
proper reflection of the nonpenal 
philosophy of the juvenile code. How­
ever, 1972 changes in state stututes 
now al1'ow these counttes to place 
juveni I es in ja n (formerly prohi bi ted) 

which can only be 'viewed as a giant 
ste)J backwards'i'n the,developmental 
history of the juvenile court. 

* Each of these cGunties also has other 
general community services of a special­
ized nature which can be conSidered as 
pa rt of the juveni 1e jus ti ce sys tem: 
group hom~?, half-way houses, etc. 

/1 . 
U 

These four counties are also similar in 
that they have experienced a rapi~ 
growth in .the number of persons involved 
in 'the juvenile justice system in recent 
years. The Sedgwick County 50 percent 
increase of police apprehensions of juve­
niles between 1969 and 1970 is by far 
the most spectacular si ngleevent of this 
ki ndever recorded in this state, but 
all of the counties have shown asteadi­
ly rising rate and an increasing gross 
number of problems. Taken as a group, 
these four' counties account for more 
than 50 percent of all reported police 
apprehensions, more than 50 percent of 
reported juvenile court cases and nearly 
50 percent of the admissions to BIS and 
.GIS, though they have only about 43 per­
cent of the juveniles in the state. 

A general lack of coordination between 
the various agencies that partiCipate in 
the juven-ile justice system is typically 
a problem in each of these counties. 
Vacuums and inconsistencies in the struc­
ture of our arrangements to deal with 
delinquency are the major causes of this, 
which is not unique with these counties~ 
but which tends tcfappecir more serious 
in them oecause of the very large number 
of agencies in each of them. 

There are highly significant dif,-erences 
between each of these counties - a point 
l'3evealed by the variOUS factors noted 
previously, and one that would be further 
emphasized by other factors that cou1d 
be cited. 

THE AREA BOARD 

The area board which will serve the in­
terests of these counties is, in each 
case,. a single county area board. The 
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size of the area board for each single 
county area.,; s 20 memberst

: wi til twe 1 ve 
members selected by the county commission 

,from a list of candidates furnished by 
the juvenile judge, and eight cagegori­
calor lIatlarge" positions reserved to 
insure that eight categories of interest 
are represented, even when not repre: 
sented in the former groUp. Generall­
zations regarding the composition ;of 
these boa rds when appoi nted seem unwaY'­
ranted at this point. 

The possibility of including persons to"'" 
represent the. municipal governments within 
these four counties has been proposed. 
This is a propos~J that should receive 
seri ous consi.deration due to the fact 
that there is a dominant municipa1ity 
in each of tbese counties." There is . 
an obvious rationality to the suggestion 
that the governing body of the dominilnt 
municipality should also be allowed to 
appoint persons to this board. 

THE AREA BOARD'S .TASK 

The(~ractical ta~k of these four area 
boards in regard to establi'shing new 
services can be characterized as pre­
dominating in management more thaQ""qevelop-
mental concerns. . 

Their major challenge is to accurately 
perceive &l1d understand what actually 
is happening in th6:juvenile justice 
field within the county. The const,ruc­
tion of an informed view regarding this 
challenge is expected to require a con­
s{derab le investment of time and effort. 
The magnitude of the problem of del in­
quency preventton and control in these 
counties. requires the development of 
n~W conceptual tools and classifications 
aJnd report; ng procedu~,es. It is catego­
r,~cal1y asserted that an informed view 
is not pas,sible until these tools have 
been developed, applied to the situation, 
and used for a period ,of tjme sufficient 
to develop Itbaseline '\ data. 

These cOl,mties appear to require only a . 
minimal amou.nt of effc,'('t toinHiate ser­
vjc~s not presently lin existence. In 

each of these counties the qualitative 
challenge has bee,nbasically met, even 
though quantitative problems of con­
siderable ;In'portance still exist. 

On the other hand, it is likely that soon 
after the area board is established, it 
will be overwhelmed by proposals for the 
establ ishment of new services and re­
quests for authorizations to implement 
them. These requests are 1 i kely to be 
largely quantitative in nature, although 
a significant number of innovative 
programs to open up new fi elds of ser­
vice or to transform previously esti;lblished 
practices are also likely. It is not 
likely that the area board Will be able 
to fulfill its proper function responsibly 
in tni srega rd until it has developed 
the informed view mentioned above. 

The role of the Area Board in these 
counties will largely con~ist of attemp­
ting, to make wise decisions reflecting 
an intelligent approach to more effective 
delinquency prevention and control, and 
through which management control over the 
operations carried out by responsible 
agencies and private purveyors of service 
is exercised. 

A major task of the area board will be 
to eliminate what we have previously 
called the IIvacuum" and Jldirection Jl 
problems. As previously noted, a vacuum 
of leadership responsibility now exists 
as a result of fragmentation of respon­
Sibility and unplanned allocation of 
resources. The area board is responsi­
ble for elimination ,of the vacuum and 
direction problems. Its structure creates 
a body whi ch has a hori zonta lly broad' 
array of interests and a specification 
of responsibilities intended to eliminate 
the leadership responsibility vacuum. 

There is an absence of clear direction 
at present about what should ba done 
and what goals should be viewed as reason­
able.The comprehensive .state plan will 
provide this general direction. It will 
set forth procedures, techniques and 
services belieVed to be capable of mater­
ially reducing the problem of delinquency. 

i , 
f 

- ~ 
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The area, board will then develop a,n 
"adaptation plan" responding to the 
particul ar opportuniti es and resources 
of their county - within the framework 
provided by the comprehensive state pl an. 

rhe s~rvices provided as part of the sys­
tem in the county will very likely be 
located by neighborhood and by municipa­
lity (esp~cially in Johnson County). 
There are fewer independent political 
jurisdictions to consider in three of 
these four urban counties that then 
will be necessitated in the cases of 
the multi-county area boards. (Johnson 

County is ~n exception to this generali­
zation~) There will obviously be a 
large number of agencies - many of them 
private agencies'" involved in making 
the overall system work in these coun­
ties. It is not expec ted that the 
medium or smaller sized counties will 
have as many private agencies involved 
in the system as will be the case in 
these counties. 

To summarize, the challenge of these 
four boards is largely managerial, with 
only. a minimum of community development 
work likely to be needed. 

SECTION 3: MEDIUM SIZED COUNTrES 

The actual and potential community re­
sources available in these 25 medium 
sized counties shows a mixed pattern. 
It might be observed that there are 
wide variances in the size of these 
counties, especially'when Thomas County 
is includdd, that raise questions about 
their inclusion in the same group. All 
of these counties have more than 15,000 
total inhabitants and all have more 
than 5,000 juveniles (with the exception 
of Thomas County). Further, all of 
these counties should be consideted as 
potential candidates to serve as re­
sources for surrounding counties that 
are categorized in the next group. 

* The public schools in these counties 
vary considerable in size, but the 
majority of them have specialized de­
partments through which specific pro­
grams for delinquents are - or can be 
channeled. 

* All of these counties have some sort 
of private human servic~s agenci~s 
which may be usefully lnvolved 1n the 
delinquency prevention and control 
system. Several of the communities 
have United Futjds and all have. per­
sons familiar with the opportunities 
and hazards of operating human ser­
vices agencies. 

* All of these counties have wel fare de~ 

partments of medium size, at least 
large enouqh to allow the possibility 
of specialists in community services 
dealing with delinquency and pre-delin­
quency. 

*A majority of these counties have at 
least one law enforcement agency which 
includes a full-time juvenile special­
ist, though the preparation for this 
work may have been minimal. Some of 
these counties have a municipal law en­
forcement age'ncy wi th two or more, 
juvenile specialists. 

* All of the juvenile courts in these 
counti es are comb'; ned with the probate 
court. In addition, a maJority of the 
probate and juvenile judges also serve 
as county judges, and there are a few 
who also serve as municipal judges. 

* The majority of these counties nave 
at least one full time employed pro­
bation officer. In most cases, these 
probation officers have a position 
established some years ago. 

t* Facilities available for use within 
a delinquency prevention and control 
system are found on an uneVen basis 
in this group of counties. Only one 
of these counties has a detentiQ,n fa­
cility which clearly reflects the non­
penal phil o~,ophy of the juven; es:pde -
Riley. . '.' 
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CHART 31: TWENTY-FIVE MEDIUM SIZED COUNTIES 

J:" 1970 1970 1970 1966-70 1~66-70 
AREA 

;~I 

JUVENILES POLlCE JUV.COURT AVERAGE .. AVERAGE ., 
SIS ADM. GIS ADM. ;{ .Jill.:.. COUNTY POPULATION 1-17 ARRESTS CASES 

;~ ~, if 
!JI' 

17~805 248 154 4.4 0.8 ; -1 Leavenworth 53,340 ,1 
'-,' 

57,932 14,775 386 238 3.0 0.8 ! ' 1 Douglas ~ f 
t 

160 1.6 0.6 :r 1 Atchison 19,165 6,169 123 j' 

J 2 Ri1ey 56,788 13,382 244 147 3.2 1.2 1 

I :<' 2 Geary 28,111 8,203 '798 183 2.6 2 . .2 
\ 

3 Saline 46,592 17,087 1 ,141 369 7.2 4.4 1 
f 3 Dickinson 19,993 6,289 45 44 2.0 0.8 ,1 
I ' 4 Ell is 24,730 8,024 97 191 2.3 2.0 

* 5 Thomas 7,501 2,482 4 4 0.0 0.0 
i 6 Harvey 27,236 8,799 209 64 2.4 0:4 r , 

2.0 0.4 I 6 McPherson 24,778 7,628 56 106 I 
1 6 Sumner 23,553 7,723 122 82 1.4 0.8 ! 

.,! 

1· 
6 Cowley 35,012 10,467 384 66 2.8 0.0 ' v t 

I . 
7; Frankl in 20,007 6,253 75 105 2.4 1.6 '1 

t D 

I 7 Lyon" 32,071 8,359 278 59 1.8 0.6 ~ 
\ 7 Miami 19,254 6,353 133 85 1.4 0.4 ! . , 

Crawford 37,850 9,711 171 171 1.4 0.2 l:: -I. 8 I 
1 8 Montgomery 39,949 11,858 334 373 6.0 0.6 
i '8 Neosho' 18,812 5,983 76 22 1.4 0.2 
i 

I 8 Cherokee 21,549 6,683 33 6, 0.6 0.0 
.1 

3.2 0.4 1 8 Labette 25,775 8,284 11 38 I 
\'1, 

9 Reno 60~165 20,183 497 232 4.2 3.4 i 
l 9 Barton 30,663 11 ,046 239 152 2.0 1.4 

'1 10 Ford 22,587 7,870 78 124 1.4 0.4 
~ ~ 

10 Finney 18,947 7,592 330 119 3.0 1.6 l 
i:t * Explanation for the inclusion of Thomas County: central location in Area ,5, 
tl has both a JuCo and a mental health clinic office. "I· ,. 

II 

I * There &re a number of other community organized recreation programs, some 
resources which have relevance to de- have group homes, and others have uni-
linquency prevention and control found versities, colleges or JUCo's. 

f, " in these counties. Most have formally 
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In addit~on, it might be generalized &nd conflicts can be resolved, coordina-
that the quantitative problems of tion becomes much easier in this group 
delinquency control are not generally of counties than it is in the group of 
a~ serious as in the metropolitan coun- metropolitan counties. 
tles. Ten of these 25 counties had 
fewer than 100 juvenile court cases in 
1970. And only ten had more than 150 
cases. Chart 31 illustrates that the 
rate. of arrests (apprehensions compared 
to total juveniles) varies greatly 
from the highest to the lowest within 
this group. It will be noticed that 
Geary County arrested nearly one out 
of every ten juveniles in the county 
during the year while Thomas County 
reported only one arrest for each 
600 individuals. No example is pOSsible 
for Labette or Ford Counties since the 
police reports in those COUnties are 
obviously incomplete. Saline County 
leads in the number of police arrests 
and is second in the number of juve­
nile court cases within this group. 
Montgomery County has the largest num­
ber of juvenile court cases (police re­
ports are also obViously incomplete 
for this county), 

None of these counti es h,ave had to deal 
with several thousand juvenile apprehen­
sions per year or many hundreds of juve­
nite court cases. This is not .to say 
that the available resources are adequate. 
It is simply to say that, quantitatively, 
these probl~ms do not defy solution. 

It is interesting to make comparisons 
of these counties in terms of the ratio 
of apprehensions to juveniles~ the ratio 
of court cases to apprehensions or juve­
niles, or the ratio of BIS and GIS ad­
missions to court cases. 

Coordinatipn problems exist in many of 
thesecounti es, but they are not of 
the same nature as the coordination prob­
lems in the metropolitan counties. Here, 
coordination difficulties are more likely 
to center on per~Dnalities and historical 
precedents. This contrasts with the . 
sheer magnitude of the number of agencies 
and persons who require coordination in 
the metropolitan counties. In other 
words, when personality differences 

THE AREA BOARDS 

All of these medium sized counties ar~ 
within multi-county areas. ~ol'~),1~one 
case, Area 6, will the medium sized coun­
ties comprise more than one-half of the 
total number of counties in the area • 
This seems to be an important considera­
tion~ so we will illustrate it in the 
chart below. 

CHART 32: MEDIUM SIZED COUNTIES IN 
TEN MULTI-COUNTY AREAS 

A 

Area 
1 

2 

3 

4 
5 

6 

7 

8 

9 

10 

B 

Total 
Counties 

9 

7 
9 

11 
9 

6 

10 

11 
12 
18 

C 
Medium 
Sized 

Counties 
3 

2 

2 

1 

1 
4 
3 

5 

2 
2 

D 
C 
B 

33% 
29% 
22% 

9% 
11% . 
66% 
30% 
45% 
17J~ 

11% 

Each of these medium si~ed counties may 
view the fact that they will not predom­
inate on the area board of which they 
are a part as~a problem. Only in Area 6 
do the medium'\;;zed .counties predominate. 
~ach county in an area has an equal 
number of representatives on their area 
board. It might'be predicted that many 
of the categorical or "at large ll posi­
tions on each board will come from these 
medium sized counties. It is therefore 
reasonable to assume that many of them 
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will' have two or more resident,s on the 
area board of which they are a part. 

.. ' THE AREA BOARD~S TASK 

It is expected that these area boards 
will probably require an almost equ~l 
emRhasis on development of new serV1 ces 
and mahagement concerns. The manage­
ment chall~nge fqr the area boa~d is as 
described in the preceding sect10n.and 
will undoubtedly be of less magnitude 
than in the urban counti es. The magn;­
tude will be determined by the number 
of factors which must be brought under 
management inf1uence and control. The 
dev~lopment task may be the predominant 
inttial emphasis and will aSSu'?1e less 
importance as time progresses; though o 
it is expected to conti nue to be impor­
tant. Typically, the medium ~ized coun­
ties have the rudimentary basls for a 
broad variety and diversity of services, 
but the agencies or individuals providing 
such services will not be {;:dpable of de­
veloping the same kinds of specializa­
tion as those in metropolitan areas. It 
is likely that the area board members will 
be required to make personal conta~ts,.: 
addressorgani zed groups, and prov1 de . 
organizational assistance to agencies 
and individuals to insure original de­
ve10pment and later maintenance of ser­
vices within their area. 

·c 

In regard to the IIvacuumli and "dire~tion" 
problems ,~the area board str~cture 1t­
self deals with the leadet'shlp vacuum 
problem. The vacuum in a multi-county 
'are~ is somewhat different than in the 
metropolitan counties, since there is 
a re la ti ve lyl arge number of county 
units and i ndepe'nder.-t statutory agenci es. 
There are, consequently, a larger num­
ber of elected public officials in multi­
county areas than i'h the single county 
areas. The problems of "direct'ionll 
are dealt with by the comprehensive 
s.tate plan,' as in thellTletropolitan, 
areas, but will require at least an 
equi va 1 ent fnves tment of i hte lligent 
and thoughtful consideration in 9p.yelop­
ing the adaptation plan for the !"5pecific 
multi-county ,area. 

The min ti -county area.s in whi ch these 
medium sized counties exist present' 
considerable problems. and cha11enges. 
It is inescapable that these medium 

"sized counties will be COnsidered a 
great potentiar asset to their-area .. 
They will be looked to for leadership 
and for resources by· other cqunties in 
thei r area. Thi 5 pl aces a further bur­
den of leadership and prOVision of ser­
vice on these counties that haS no current 
parallel. 

RESOURCE CENTER 

Many med; urn si zed counti as now have s,ome 
specialized resources serving other coun­
ties. The.mental healt.h centers are the 
clearest example of this, though the~e 
are some. minor examples to be found 1n 
the private agency field. It ts 10gi­
~al to project future services in the 
delinquency system on this basis 
using the medium sized counti~s as a re­
source center for other less populous 
adjoining counties. 

Some new services should be organized 
on an area-wi'de basis centered in one 

,'(or two) of the medium sized cities 
cin the area. Of special interest, due 
to the number of service providers to 
be involved, are probation serVices. 

Where possible; the organization of 
. new services serving multi-county areas 

should conform to any other mUlti-county 
arrangement that presently exists. 

The area board staff will be located in 
one of these medium sized cities. The 
selection of the city as the base for 
th1s staff and for the board should be 
chosen so that itis approximately 
equally accessible to all of the coun­
ties in the area. Although other con­
siderations may Qccasicnally be more 
important than this. 

Some of the counties in this group al­
~eady have established outstanding re­
cords of accomplishment within this 
general, field of interest. Some of 
these a:ccomp1 i shments coul d be expanded 
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from the'existing base rather than re­
quiring what we hqve called IIrepli cation" 
previously in this chapter. The Big ,'. 
Brother and Big Sister programs pre­
sently operati ng in SaUne County, as 
we 11 as the i nforma 1 ~ buf'>,regul ar, i nter­
agency conferences held in the county 
are worthy of note. The group home 
established in Ellis County a's a quasi­
public endeavor can surely serve qS the 
example .to other counties where the neces~ 
sary ingredients for successful operation 
exist. The use of volunteers a.ssisting 
the court and the inVolvement of commun­
ity groups such as the Jaycees in Riley 
County and Manhattan are additional ex­
amples of highly valuable aspects of a 

comprehensive delinquency prevention 
and control system. Finally~ the nine 
county probation ser\~ices project centered 
in Finney County ("Wheatlands JUVenile Ser- " 
vices Agency!!) could obviously be expand-
,ed to inclUde other counties. 

Probcibly all of these 25 counties should 
serve as a: resource center for the other 
counties in their area. It shOUld be 
recognized that this will place addition­
al and generally unfamiliar burdens on 
these counties, and their principal 
municipalities. The degree to Which 
this responsibility will or can be ex­
pected needs further discussion and ex­
ploration. 

SECTION 4: SMALL POPULATION COUNTIES 

The remainder of the counties of the state, 
76, in number, are categorized and describ­
ed in tilis section. This group of coun­
ties includes more than three-quarters 
of the counties of the state. Areas 4, 
5, 9 and 10 are dominated by this group 
of small popuTation counties, since 
small counties constitute more than 80% 
of these areas. The map chart (on the 
next page) shows that nearly two-thirds 
of these counties are located west of 
Highway 81. ConVersely, only six coun­
ti~swest of Highway 81 are not included 
'i'fi this group. 

GENERAL CHARACTERI,STICS 

All of these 76 counties have, at least, 
the five Hstatutoryll agencies to which 
we have referred repeatedly in this 
planning effort. Typically, these agen::: 
cies are comparatively small in size, 
even to the point that the agency con­
sists of only one employee. A rather 
large number of the agencies considered 
in this group. of counties have only two 
employees. This u~)allymeans that no 
specialization of services presently 
exists or is realistically possible for 
these agencies. Most persons working 
for such ~gencies must be multi-talented 
and have a ':yariety of responsibilities. 
A number of persons in these agencies 
also rave""6ther duties, occasionally even 
an additional full-time job. 

Some of these counties have other agen­
cies or services avail~ble. For eXample, 
mental health clinics &re located in a 
few of these. There are also' some state 
institQtions which can conceivably be 
used as a resource for the delinquency 
prevention and control system. Most of 
these counties have private agencies of 
one kind or another, i ncl udi ng a few 
examples of reSidential treatment facil­
ities. Several also have vocational-" 
technical education institutions which 
can certainly be uti1ized in the overall 
system . 

Seventeen of these counties (approximate­
ly one-quarter) have had no commitments 
to BIS during the past ten years. Thirty­
seven (or approximately one-half) of these 
counties have had not commitments to GIS 
during the past ten years. ,On the other 
hand, it will be noted that the highest 
commi tment rate to BIS (stated as a. per­
centage of the population of the county) 
is included in this group (Lane County), 

Fifty-four (or more than two-thirds) of 
these counti~s have l.ess than 10,000 
inhabitants,'but nine of this group may 
be large enough to justify the develop­
ment of some specialized services on an 
individual county basis. Itis conceiv-
ab 1 e tha ti'j'some of these count; es fIli ght serve 
as a resource center for other counties 
adjOining them in the same way as was sug-
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gested. for the medium sized counties in 
the preceding section. Using the rule 
of thumb that a population average slight­
ly above or ~el ow 15,000 woul d provide 
a pr9pe~ bas1s f?r'the development of 
speclall zed serVlces, the following nine 
counties will be identified in this re­
gards. 

Area 
1 

2 

3 

6 

8 

8 

8 

9 

10 

County 
Brown 
Marshall 
Cloud, 
Marion 
Allen 
Bourbon 
Wi 1 son 
Rice 
Seward 

Population 
14,346 
15,350 

14,400 
15,150 

'15,792 

17,011 

14,358 
13,009 

16,100 

None of these counties have proper de­
tention facilities. 

THE AREA BOARDS 

All of these counties are part of multi­
county areas. In all 'but one of the 
areas these smaller counties, constitute 
more than one-half the county units in~ 
cluded in the area, as previously noted 
on Chart 32. 

The pattern of predominance of these 
sma 11 counties wi thi n thei r area shows 
the following: small counties comprise 
mOl"e th~n three-qua rter.s of thenumher 
of counties in six out of 1en multi­
county areas. In these areas, the cate­
gorical or "at large" positions on 
the board may 'Still not eliminate the 
small county predominance even when 
the categorical positions are largely 
taken from the medium st;?:ed counties • 
Thi s aT lows the very real possibi 1 i ty 
th~t ~he ~mal1 counties may have a voting 
maJontYln the deliberations of the 
area board. ;,' Where this is actually the 
case, it will certainly place unfamniar 
burdetrs~'6f responsibility on these re­
presentatives. 

Ori the other hand, this situation is 
likely to be viewed as a positive value. 
It virtuallY insures that the problems 
of the small counties will hot be ig­
nored. The majori ty of these sma 11 coun­
ties will, indirectly, have a strong in­
fluence on the development of the state 
comprehensive plan and in the allocations 
made tryroUgh and to the area board. Such 
predomlnance on these boards may offset 
th~ "rural ,deprivation" principle of 
WhlCh mentlon has previously been made. 

THE AREA BOARD'S TASK 

The principal task of the area board in 
~egard,to these small population counties 
l~ to lnsure that services will be prac- ' 
tlca 1 (not just theoretica il1y J made avail­
able.to them.' The geographic location of 
serVlces must be designed to al10w effi­
ci ent and practi ca 1 use of servi ces for 
these small counties, in order to provide 
every pre-delinquent and delinquent the 
same protection and services as is of­
fered to anyone else. It does stretch the 
imagination greatly to believe that a 
service located 100 miles away from some 
point of need is practically available 
to those who need it. Even though there 
are different conceptions of the impor­
tance of large distances in different parts 
of the state, 100 miles is certainly near 
the maximum distance Which can be expected 
to be actually ~sed, since it involves a 
200 mi 1 e round tri p. 

A sub~idiary ~oint, expected to only be 
occasTonally 1mportant, is the accepta­
bility of the service to those in small 
counties, especially those with an iso­
lated social structure. Ten or twenty 
years ago, consider~ble resistal1ce might 
have. been expected 'h},rtrying to promo,;te 
t~e usefulness of some serVices specified 
as part of our deli nquency prevention and 
control system. Now, however, such resis­
tance or lack of acceptability is not ex­
pected to be a: prdblem.'\\ 

~. 'I '. 
The area board) 5 taski n regard t(i these 
counties will primarily concern ~~ve1op­
ment of new resources. The natLi~e of these 
countip.s, and their concentration in the 
western part of the state, 'immediately sug­
gest that there may be no simple and easy 
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answers in regard to the best possible 
procedure for development of new re-

. ~sources. Some efforts may be di rected 
toward, the developmentc;,of skills and 0 
techniques which are. useful or necessary 
within the juvenile just;c~ system by 
persons already living in these cOl11l1uni-

. ties, and primarily identified with some 
persons already living in these conmuni­
ties, and primarily identified with some 
other line of work. In other cases, ef­
fort~ may be directed toward the develop­
ment,and guidance of new or existing 
agencies to expand their services. In 
all tases, it will be suggested that the 
use of volunteers should be a major part 
of a'Il1 of the activities taking place 
wi thi n this system. The ~"ecrui tment, 
selection. training, assignment~ and 
sup~rvision of volunteers should, there­
fore, receive considerable attention 
from the area board. 

, \ 
, ·i\ 

A very si gnitlcant degree and amount of 
coordination between counties will be 
required. In some cases, coordination 
nee~si~ill be on a regular basis, while 
in other cases the need for coordination 
wi 11 vary wi th the passage "of time and 
the deve 1 opment of ,new cird~~ ta nces . 
The loads to be ex~,4\cted on vaf~'ous 
services in these counties are d~rtain 
to vary greatly from month to month 
and year to year because ~f the small 
numbers ·of persons involvBd. It is 
only in areas with a large popuiation 
base, i .. e., the mu Hi -county area 
rather'the'd) Single counties, that the 
load is; expected to be relatively con­
stant. 

The ar~;C\ board v;'n 1a 1 so have a consid­
erable 'JpterpreMve task in helping 
agency persons in these small population 
countjes, a nd the general puh1 i c as well, 
to under~tandthe way the system is in­
tended to work and how it is intended 
to utilize all relevant resou~ces.Many 
of the persons in agencies in these 
counties are not frequentattenders of 
state-wide meet; ngs and conferences:l 
and are nQtgenera llyabreast of new 

. developfflentsand, techniques. It is the 
responsibility ·of.the area board to pro-

\" . 

mote the correct and sound understanding 
. of how the juveni le justice system is 
designed to ,work. 

The area board will be responsible for 
eliminating or minimizihg lack of ex­
perience of persons who live in small 
counties by utilizing them in meaning­
ful tasks wherever possible. 

THE ROLE OF RESPONSIBLE 
AND CONCERNED PERSONS IN SMALL COUNTIES 

Responsible and concerned persons in '\ 
small counties have great opportunity\> 
to make a meaningful "contribution to '. 
the state-wide delinquency prevention 
and control system; perhaps even greater 
than persons in other communities. This 
idea originates from the typical social 
structure in smaller communities - where 
the <possibility of personal contact with 
a variety of persons still exists. Per­
sons in smaller communities generally 
know more about what is happening in 
their community than do residents of 
larger communities. 

It is much more likely that persons in­
terested and concerned about del·inquency 
in small communities will have an oppor-

. tuni ty to speak with their Area Board 
repres~ntatives on a 'personal baiis than 
is likely to be the case';nlarger com­
muniti!=!s. 

\\ 
It is also much more likely for persons 
living in smaller communities to have 
a comprehensive knowleCge of local re·· 
sources and activities. Typically, , 
such knowledge tends to revolve around 
personalities more than agency structures -
a fact which may promote an even more 
accurate ~nderstanding. 

Furthermore! concerned persons in the 
smaller community can provide elected 
representatives, or service providing 
agencies and individuals, with a degree 
of co~perati on .and support of th~iir ob­
jectives generally unknown or, im~ossible 
in larger or metropolitan communities. 
Such ~ooperation and supportcahbe a 
<tremendous asset to those with service 
delivery responsibilities. 
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Finally, smaller communitie~ probably 
allow a greater recognition of the prob­
lem of delinquency - and, consequently, 
promotion of a common understanding of 
what is being undertaken and what might 
be successful, since persons living in 
sma 11 er cqlTImuniti es generally have a 
more complete understanding of what is 
happeni ng in and to thei r communi ty 
than do persons in larger communities. 

AN EXAMPLE 
r--'l 

The "Wheatlands Juveni leit~ervices Agencyll 
project centered in Garden City and 

serving a nine county area in western 
Kansas provides an example of how a med­
i um sized county can serve as. a resource 
for adjoining.smaller counties. It'also 
in its brief nistory, is demonstrating , 
tha t persons in sma 11 counft es are gen­
erally receptive to the prOVision of 
new resources, and will generally sup­
port them as soon as their value has been 
demonstrated. The project also cl early 
demonstrates - if this point needed any 
demonstration - that there are concerned 
and irtelligent persons capable of great 
contributions to a delinquency prevention 
and control system 'residing and woy-king 
in smaller counties. 

SECTION 5: . PERSONNEL ATTRACTION AND DEVELOPMENT 

The obvious fact that programs require 
appropriate personnel is the starting 
point for exploration of this important 
subject~It is very di fficul t to sep­
ara te thf)'qua 1 i ty of the programs bei ng 
carried out from the quality of the 
persons who are responsible for them. 
High quality programs require skilled 
and (usually) well experienced person­
nel. It is virtually impossible to 
develop high quality programs without 
s~illed a~d experienced personnel~ Only 
fn gh qua 11 ty programs have been under 
consideration in the proposed KJSA sys­
tem. This means that unspecific .over­
generalized and vaguely described pro­
grams are not being given any considera­
tion., 

The standard for discussion purposes 
in this secti~n, as throughout this plan, 
wi] 1 be no less than pregrams staffed 
by well-qualified, trained, skilled, 
and experjenced persons of demonstrated 
competence. We have generally used the 
term Il professional 11 to,lndicate these 
desirable qualities. The issue of pro­
fessionalization needs some further com­
ment and expansion from that which is 
now cornman ly unders·tood. 

Previously in this planning ~ffort,we 
have descr,.ibed professionalization as 
persons w.5~hin a specifically defined 

category who meet !TIinitnum stancjards for 
,initial certification of basic competence. 
Minimum entrance standards regarding the 
background of experience and variouS kinds 
of specific training should be required 
for persons to assume various positions 
within the total system. It is also 
essenti altha t petsons:,occupying these 
positions and performing these functions 
be required to maiYltain minimum perfor­
mance standa'~:~js in order to retain their 
position. A review ·of the degree to 
which these minimUm performance standards 
have been met would be made periodically 
and used as the basis for recertification. 

The specific preparation for a particular 
professional position will, in almost 
all cases, include, the completion of 
some formal education beyond high school, 
and, in some cases, beyond the B.A. level 
of college. After initial certification 
that a person has met the minimum entrance 
standards, additional specific training 
(including on-the-job training) orienta­
tion to the overall system within which 
the job occurs. and the development of 
specified amounts of experience are like­
ly to be required. Then, recertification 
will be dependent upon at least minimally 
successful performance in the job.. 

In a truly comprehensive .delinquency pre­
vention and control system ,as many as 12 
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discrete II professions ll could be identi­
fied.! This is far greater than those 

<.presently id~ntifie~ in ~he ~u~r~nt 
arrangement 1n the Juven~le Justlce sys-
tem. ' 

The issue of professionali ~ation rai'se~ 
the question of providing persons worklng 
in the system with reasonable working 
conditions. Professiohals~ of any 
kind, will be attracted and maintained 
at a high rate wh~n they can see that 
thei r efforts do nave::::q posi tive effect 
arid are not undercut by'''conditions and 
situations over which they- or others 
have no control. 

Applfcation of these principles and 
standards to the si tua tion we presently 
face in Kansas means that literally 
hundreds of additional persons are need­
ed for a variety of roles - in addition 
to those c!,lrrentlya part of the scene. 
In other words, the subject area of per­
sonnel attraction a.nd development is 
one of the cri ti ca 1 issues in rega rd to 
the planning for the system outlined in 
Volumes II and III. 

TWO COURSES OF ACTION 

There are two obvi ous courses of action 
to acquire the personnel resourcesneces­
sary for this system. Internal·develQQ.­
ment of personnel from within the state 
of Kansas is the first of these, and 
externa la'ttracti on of persons from 
other states is the second. 

Internal personnel development must give 
a proper regard to those who are presently 
working for agencies concerned wit~ de­
linquency. It is believed to be Wlse 
to also consider those who are tangen­
tially related to activities within 
this field of interest. Four clas.sifi­
cations ~f pers6ns who desetve special 
consideration are identified below: ' 

1. Incumbents: the major resource for ob­
ta i ni ng key persons in the avera 11 ' 
systernshDuld .be those who are present-
1yapart oii:theac~ivities in ~his 
field. Though many lncumbents wlll 

not m~et specified qualifications, 
'these l

! persons shOUld be given special 
consideration and their established 
position protected by some sort of 
"grandfather clause." Persons pre­
s'tmtly performing useful serv.ices 
should not be held accountable for 
l-ack of formal education or training 
whi ch may subsequently be required. 
as a minimum standard. 

2. Related personS: are defined as those 
who have a tangential connection to 
the delinquency field at present. 
Such persons may be primarily identi­
fied with some otperagency or field 
of interest, but possess practical 
experience and, possibly~ some spe:i­
fie training for the de11nquency fleld. 
Such persons cannot properly be re­
garded as incumbents, but deserve 
special consideration and provisions 
which would facilitate their recruit­
ment and assignment .in this field. 

3. Persons with transferrabl~ skil1s~ 
are those whose professional prepara­
tion or natural abilities are appro­
priate to specific tasks within the 
delinquency prevention and control 
ffeld. Those who have skil1s that 
can be transferred with reasonable 
ease into programs and activities in 
this field should be held in high re­
gardand cons; deted as highly desi r,~ 
able candidates. These persons should 
not be protected as are incumbents~ 
but should also be given special con­
sideration. 

4. Volunteers: those who have previously 
bee(( involved in so~easpect of delin­
quency prevention or control on a volun­
teer basis are an important resource 
that should not be overlooked. A 
special effort should be made'to main- . 
tain these persons in a "volunteer status 
or to employ them in some aspect of 
the system. Under no circumstances 
should vol un:l;eer.s bel as t during a 
time of growth and increased activity. 

, Volunteers ate the subject of further 
specific comments later in this section. 
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The external attraction of persons from 
other states to Kansas is expected to 
be an important consideration~ but is 
expected to involve only a small number 
of persons. It will be suggested that 
specific efforts to attract personnel 
from other states will be limited to 

. a few individuals of specialized abili­
ties for which opportunities for train­
ing or experience have not previously 
existed in the state. 

NECESSARY CONSIDERATIONS 

Working conditions are generally the 
most important consfderations affecting 

. employee performance. The nature of 
the task to be performed and the struc­
ture in which it exists are the primary 
employment considerations for the lar­
gest number of persons. 

. In the majority·of cases, the nature 
of the 'work assignment must be within 
reasonable limits. It is unlikely that 
trained and Skilled probation officers, 
able to choose their place of employ­
ment, will choose to work in a court 
where they must carry 100 concurrent 
cases. Jt is also unlikely that such 
persons would agree to work under the 
supervision of someone who has less 
than obvious qualifications for the 
supervisory pOSition. The poor capa-
b 11 i ty of some pub 11 c agenci es and 
i nsti tui on to attract and retain hi gh­
ly qu~ltfied personi should amply illus­
trate the validity of this principle. 

A Significant proportion of those who 
present themselves as candidates for 
a p~rticular position will be quite in­
terested in whether there is some op­
portunity for advancement to positions 
of greater responsibility and influence; 
Though a number of persons seek employ­
ment in small agencies where such oppor­
tunities are obviously limited, the 
possibility of advancement is an impor­
tant consideration for a latge number 
of ambitious persons. 

There must also be (l reasonable degree 
of job·sec,urity. The vast majority of 

positions existing within the system 
mus t be free from t~ie vaga ri es of pol i _ 
tics. It is intere;;ting to hOte in 
this regard that om.~ of the first recom­
men~ations develope~ in this planning 
proJect was that probation officers should 
not be made dependent upon the politi­
cal fortunes of a particular judge. Events 
in a few counties in Kansas during 1971 
amply illustrate the disadvantages of 
plaCing skilled specialists within a 
structure that 1s wholly dependent upon 
politics. 

Finally, there must be' areasonab 1 e op­
portunity to obtain sati-sfaction from 
assigned work. Few people can gain 
satisfaction when working in a very par­
tial and incomplete structure that cpn­
tains vacuums and inconsistencies. Most 
people are gl"'eatly chagrined when they 
repeatedly observe that efforts are 
vit5ated by the absence of some sequen­
tia 1 or causally related service, or 
by other agencies overtly seeking to 
acc.ompl i sh contrary objectives' for an 
individUal. It is well recognized that 
the vast ma,jari ty of persons want to have 
a sufficient reason to be proud of the 
individual effort they are making or the 
overall effort of which they are a part. 
The development of a delinquency and 
prevention and control system such as 
we have outlined gives a much 1reater 
degree of promise in this regard than 
does the current situation. 

Salaries are also an important considera­
ti on for many persons, occas i ana 11 y the 
most important conSideration. It is 
well known that there are< a variety of 
ways of viewing the relatlve'importance 
of salaries. A salary structure for . 
this system has been outlined in Chapter 
3 of this VoluPr,le. 'That sa1ary schedule 
specifies a higher rate of pay for those 
pOSitions which can be accurately placed, 
than is commonly provided at present 
in our state. The basiS fOrE!stablishing 
this salary schedule has beeh1made on 
selective comparisons. Only a selective 
campa ri son has be.en made of sa 1 a ri es 
being paid in different states for simi­
lar functions in this field. However, 
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it does appear that all representative 
indicators show that Kansas is in a very 

-poor competitive position in regard to 
salaries. More specifically. the 
juven; 1e justice fiel d. is i,n a poor 
compa ra ti ve pos; ti on wi th. other poss i­
ble fields of employment. In the pro­
bation officer survey conducted slight­
ly two years ago, at lelast one court 
reported a full-timesc!U ari ed employee 
at less than minimum wage! 

In summary of these points) it win 
simply b~ stated that the overall work­
ihg conditions, the specific design of 
jobs, and the salaries being paid for 
work performed need much greater atten­
tion than they have yet received. 

RESOURCES FOR PERSONNEL DEVELOPMENT 

We suggest that the greatest effort in 
acquiring the,new personnel needed by 
the system is development of personnel 
presently wlthin the state. This develop­
ment shbuld largely consist of providing 
new educational and training resources 
for persons desiring to be fully quali­
fied for their present assi gnmentor 
for: future appoi ntments of grea ter re­
sponsibility. There are a walth of 
educational opportunities within the 
state of Kansas, although they are gen­
erally not presently of any speciffc 
advantage to the juvenile justice field. 

When considering the subject of addi­
tional formal education, the state uni­
versi ti es in Lawrence, Manha tta n, and 
Wichita should be Viewed as the primary 
resource. Especially in Lawrence and 
Manhattan, all resources believed neces­
sary for the educational programs re­
quired for interna1 personnel(.lJ=velop,~ 
ment already exist, and l~SU is only" 
sl ightly. lessprepilred for this rol,e. 
It is believed thC:lt speci.fic curriculum 
leading to both bachelor and masters . 
degrees in various fields of.. study could 
be a rranged wi thout much di ffi cul ty. 

The state and private colleges within 
Kansas are another primary resource to 
wlHch spe~ifjc attention should be di-

rected. Of special interest is the simple 
fact that these colleges offer other geo­
graphical locations at Which educat!on (up 
to the bachelors level) Can be readlly ob~ 
tained. Basic subjects could readily 
be added to th~!curriculum of the state 
and private colleges .and made available 
to those employed full-time with very 
little inconvenience to either their 
family life or job performance. 

The junior and community col"leges within 
the state are also an important potential 
asset. These institutions of higher edu­
cation expand the ava ilabil ity of formal 
courses of study to vjrtual1y all coun·, 
ti es withi n the state. Though there may 
be a limited amount of material that may 
be channeled throu.gh these resources, a 
very significant expansion ove~ that Which 
presently exists is obviously possible. 

Finally, the possibilities inherent in 
extension courses from one or more of 
the universities can serve as another 
asset. The extension courses allow a 
full geographic coverage of the state. 

Financing of education for the purpose of 
personnel development is a subject deser­
ving some comment. It will first be sug­
gested that specific appriopriations for 
this purpose be made a part of the over­
all KJSA authorization. No firm estimate 
of how much is required to establish a 
new course of studies is available. How-

. ever, there are some indications develop­
ing from the probation courses at KSU 
and KU. It would seem possible that LEAA 
funds disbursed by GCCA might be used 
for this purpose. LEAA funds have been 
used to finance institutes for both judges 
and probation offic~rs within the past 
two years. It is also possible to develop 
progr.ams at 'state. and private col1eges 
and junior or community colleges in' order 
to provide full coverage throughout the 
state. 

Another financing issue is to provide 
tuition and reimbursement for other ex­
penses involved in training already em-
p 1 oyed persons. Thi s mi ght:'be especiallY 
valuable to the group of incumbents a,nd 
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related p'ersons. The principle is of 
course, ~e~l established generally: and 
has speclflc precedents in this field~;) 
as well. ,/ 

It ~ust be clearly recognized that a 
penod of severa.l years is the only 
proper frame of reference for discus­
sion of the full development of person­
nel resources for the system. There is 
~bsolutel~ no possi~i~ity of accomplish­
~ng t~e.klnd of tralnlng and education 
ldentlfled as necessary in a period of 
less than three to five year. 

YTILIZATION OF VOLUNTEERS. 

The human services which are familiar 
t? ~s.today generally developed from ac­
~lvlt)esbegun on a,voluntaY'Y and exper­
lmental basis by citizens who were con­
cerned about th~ir neighbors arid their 
community. Though this is not an appro­
priate place to try to sketch the his­
torical development of the human ser­
vices we take for granted today, it is 
safe.to generalize that the majority of 
serVlces we now have began with volun­
tary (usually part-time) efforts many 
decades ago. Volunteers have, histori­
cally, been the initiators of 'new ser­
Vices. They also have usually provided 
the vast majority of the funds which 
were necessary for placing such services 
on a more definite and predictable basis. 
In the last several decades, volunteers 
have usual Jy been relegated only to fund 
rai si n9 roles and have usually been pre­
vented from taking an active part in the 
prOvision of serVices. However, in the 
past decade, a new concept in the use of 
vol unteers· ,iJ) direct sel"vices has develop­
ed .. Volunteers are now playing an impor~ 
tant partin the prOVision of many human 
services ina wide variety of fields. In 
most cases, these new volunte~r roles 
have originated from the fresh concepts 
of the value and potential contribution 

\])f the volunteer combined with new aware­
hesses of the needs of consumers of ser­
vices~ 

A dominant prir'l'1c.iple at the present 
time is that volunteers can be .used as 

extensions of professional expertise. 
The volunteer can be used to extend the 
capabilities and -the range of contacts 
of the professional dramatically. Vol­
unteers used in this regard must ordi­
nartly be well-trained and must report 
regularly to the professional who is 
ulti~ately responsible for their work. 
Volunteers used in this manner could be 
an important contribution to a delin­
quency prevention and control system. 
Consequently, the subject of volunteers 
dese~ves some examinition. 

Volunteers can make a unique contribu­
tion to an overall service programs. 
They can often relate to consumers of 
service in more friendly and less threa­
tening ways than employed professionals,­
This may have a significant effect on 
the efficiency and effectiveness of the 
service, a pcint of special import&rlce. 
The fact that volunteers are inVolved 
in activities without being paid is a 
point often viewed very positively by 
a consumer of servi ce • Often , thi s 
perception creates an entirely differ­
ent.and more receptive consumer attitude. 
He realizes that the volunteer must gen­
uinely be interested or he would simply 
quit. There are reports that a consumer 
of service may explore lines of thinking 
or projected actions with the volunteer 
more easily than with a. professional. 
In such Cqses, the volunteer serVes 'as 
a Ilsound; ng board II for the consumer of 
services. 

Volunteers must be ~ecruited, selected, 
trained, supervised,terminated and 
replaced. They do not ordinarily mater­
ialize out of thin air as soon as some­
ol'1e wishes they were availqble. As any­
one who has administered volunteer pro­
grams will attest, one must be just as 
serious about initiating and managing a 
volunteer program as one is about a 
progNm using paid employees. 

The auspices under which recruitment of 
VOlunteers is conducted may be crucial. 
Potential Volunteers respond speCifically 
to specific ki nds of appea 1 s. Different 
types of people volunteer to join the 
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sheriff's mounted possee, coach little 
league baseball, visit patients in a 
mental hospital, serve ,as gray ladies 

'<in a general hospital, wrap Red Cross 
bandages, and work as a volunteer pro­
bation officer. Consequently, the re­
cruitment of volunteers for delinquency 
prevention 'and control activities should 
be a very deliberately designed activity 
in which the demands of the voluntary 
tasks are clearly stated and the re­
cruiting agent is appropriate to the 

- task Which needs to be done. 

The selection of individuals from the 
larger group that has,responded to a 
ca,ll for volunteers is often',a very 
diffi cul t problem that requires i ntell i­
gent handl ing. Not every person who 
will offer his or her services will be 
found to De useful. Most volunteer pro­
grams have to, be aware that some per­
sons ~olunteer in order to solve their 
own unresolved problems. Though a dis­
tinct minority, such persons can be 
quite troublesome arid can' be easily 
hurt. Careful attenti on needs to. be 
paid to the.selection process~ 

The training of persons who will be used 
as vol unteers is another important con­
sideration. A large percentage of per­
sons who are selected to serve as volun­
teers are inadequately trained for at 
least some of the work that they will 
be expected to do. Inadequately trained 
volunteers can have a bad influence on 
the program as a whole, the consumer 
of services, and the volunteer frhnself. 
It will simply be sajd at this point 
that training should always be a major 
part of a volunteer program. 

Supervision needs for volunteers may vary 
according to the amount of trairling they 
have received, the known effectiveness 
of the selection procedures that have 
been used, and the intent of the service 
in which they are engaged. In some 
cases, it may be possible for a single 
full ... time person to supervise the work 
of as many as 100 volunteers. In other 
,cases, a ,person may not be able to 
supervise the work of more than 8 to 

]2 volunteers. The principle that some 
supervision is necessary, and that it 
should be designed for the specific work 
being undertaken in the volunteer program 
must not be ignored. 

Though there are volunteers who will 
agree to serve in a Variety of tasks for 
a number of years, the mo~e successful 
volunteer programs have clearly stated 
the expectations in terms of length of 
service. In the majority of caseS, 
this period of time does not exceed one 
year. The volunteer is not necessarily 
terminated from the entire program at 
this time, but is given an opportunity 
to withdraw at the end of this stated 
time without any suggestion that he' 
has terminated his service before the 
task was done. Those that wish to con~ 
tinue to serve as vol unteers should be 
encouraged to apply for another assign­
ment, but they should be allowed to make 
this decision themselves. 

The manner in which the volunteer is 
term; nated and rewarded for hi s service 
is also important. It will be suggested 
that volunteers performing services with~ 
in the juvenile justice system should be 
rewarded and provided with recognition 
of no less stature that are those who 
serve in other Voluntary capacities with­
in the community. 

, 
Volunteers generally affect the paid pro­
fessional staff of an agency ina posi­
tive and const~uctive manner. ThOugh it 
may take time for some employed staff to 
become used to volunteers and an even 
longer time to perceive how to use them 
most effectively, the end result is 
that most professiona 1 staff members are 
enthusiastic about the contribution 
that volunteers can make. 

We will suggest that there is a useful 
role for volunteers in Virtually all 
prevention and control programs. The 
extent of responsibility to be delegated 
to the volunteer, the frequency of the 
service to be performed or provided, 
and the importance of the volunteers· 
contribution within the context of the 

-- - - -------
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agencys· service will vary considerably 
from one situation to another. However, 
there are very few activi ti es whi ch . 
will not benefi t from the uti li zati on 
of volunteers. 

It is expected that the use of Volun­
teers within the system will not on1y 
save some money but will also add an 
essential ingredient to the overall 
system which cannot be added in any 
other way. 

The recruitment and utilization of 
volunteers is entirely a community re-

spons i bili ty. 1 n mos t cases, some agency 
within the community will be given the 
responsibility for general recruitment. 
In medium sized and smaller communities

1 
the agency which will utilize the volun­
teer will probably have to be responsible 
for recruitment efforts. It will further 
be suggested that when the agencies in 
a community do not choose to recruit 
volunte.ers, or do not think that they are 
capable of doing this, this should auto­
matically revert to the responsibility 
of the area board. The utilization of 
volunteers is believed to be so important 
that it cannot be left to chance. 

SECTION 6: PHYSICAL FACILITIES 

Phys i ca 1 fa eil i ti es· are used to some 
extent in a, 11 s.ervices descr'ibed as a 
part of the delinquency prevention 
and control plan. The availability uf 
physical facilities may affect the pro~ 
Vision of service in some cases. 

For some services l the necessary facil­
i ties are: unique, essential, and ex­
pensive (defined as requiring consider­
ab1e capital investment). f'orotheY' 
se rvi ces, fad 1 i ti es are essenti a1~' 
but not necessarily either unique or 
expensive. The majority of these will 
not require considerable capital invest~ 
ments. For still other kinds of ser­
vices, the facilities needed consist 
primari ly of the space needed. to form 
a base of operation for the staff ,<im­
plying that rental of faci1ities is 
usually appropriate. 

The most obvious example of "unique­
essential-expensive·· facilities are 
those to be used for detlanti on and re­
sidential rehabilitation purposes. Re­
sidential rehabilitation facilities, 
whether publicly or privately owned 
are generally not convertible to some 
other purpose, and not convertible from 
some other original purpose. The de­
tention of juveniles in a facility re­
flecting the nonpenal intention of the 
juvenile code is likely to lead some 
to believe that any type of facility 

could be used for this purpose in contrast 
to the typical jail. This is not true. 

Also within our field of interest is the 
court and judicial offices facilities 
for law enforcement agencies, and occas~ 
i onally faci 1 i ti es for other pub 1 ic 
agenci es . No further cons i dera ti Dn wi 11 
be given to courts and law enforcement 
agencies in this presentation. There 
may also be other kinds of facilities 
whi ch have all th}'ee of these charac­
teristics, but only those that require 
an unusual design of the facility and 
is not otherwise available in the commun­
i ty. 

There are some other physical facilities 
which are essential, but not necessarily 
unique or expensive. Facilities to be 
used for group homes and foster homes 
can clearly be placed in this category. 
Educat; ana 1 and recreati ona 1 facil i ties 
can also be placed here~ with the idea 
that such facilities are general1y created 
for a much larger and more broadly defined 
group than pre-delinquents or delinquents. 
There are other facilities which might 
be deemed necessary for the operation o'f 
some kinds of programs. 

Finally, there are rather traditional 
kinds of facilities that are used as the 
operational base for an agency staff. Re­
ference is made here to thos e facj 1 i ti as 

I 
r 

\ 
I 
t 
J 
1 

-L 

t 
I 

j 
~ 
t 
j 

j 
,I; 
) 

I 

I 
I 

··;·1 

r r 



""'t '-~""..-I""""=="","-,-",~."",---""",,,,",,,--.,,,. "c .. C---',e,"""'C 

i 

178 ORGANIZATION 

which serve as office and clerical areas 
from which a staff operates, almost all 

. 'of which are available on the rental 
market in most communities. 

INVESTMENT IN FACILITIES 

It is suggested that consideration be 
given to investing funds made available 
to the delinquency prevention and con­
trol system only for those facilities 
which are placed in the lI unique-essen­
tial-expensive" category. The obvious 
reason for thi sis -that when such 
facilities are needed, they are not 
likely to be found to be available from 
any other source. It will be suggested 
that rare examples of convertible facili­
ties originally designed for some other 
purpose may be found - but-the likelihood 
of this is not great. 

The large number of abandoned schools in 
the state, repeatedly suggested as pro­
per places for regional rehabilitation 
f~cilities or detention homes, deserve 
special mention. Most persons seem not 
to grasp the idea that when a physical 
structure is designed for a specific 
specialized purpose, it is usually not 
appropriate for use for some other pur­
pose, and may not be easily converted. 
Furthermore, its location may not be ap­
propriate - and that may be the reason 
it is no longer in use. 

Investment in those facilities whiGh are 
"essential" but not necessarily unique 
or expensive should not be made if any 
reasonable arrangements can be worked 
out to share the use of existing facil­
ities or to rent them. Though it is 
often difficult to fit a program into 
a previ ous ly desi gned faci 1 i ty, it is 
generally possible. In regard to re­
creational and educational facilities, 
there is almost no need to develop ad­
diti,onal facilities of these kind for 
the juvenile justice system since such 
facilities are found in every community 
of the state. 

Finally, no investment should be con­
sidered for facilities used as the 

operational bases for the staff unless 
such facilities need to be very extensive 
and might be built more cheaply than 
they can be rented. 

ESSENTIAL CONSIDERATIONS 

The unit size of facilities must be 
tailored to the expected need, with due 
consideration given to keeping all units 
as small as efficiency considerations 
will allow. Coupled to this is the 
spatial or geographic location of fac­
ilities which will allow them to be 
conveniently used by. persons in areas 
of dispersed population. Closely re­
lated to these two considerations is 
the consideration of the efficiency 
of the unit as contrasted with. its 
practical availability to those who 
wi 11 use it. In most cases, "model" 
facility designs will be found to be 
too large for the dispersed population 
in western Kansas. 

There are five possibilities which seem 
worthy of conSideration in regard to 
the ownership and financing of facilities: 
municipal, county, multi-county, state, 
and private. 

I 
J 

The use or conversion of existing struc­
tures to activities that are a part of 
this system should always be a first 
conSideration. An NCCD publication 
carries the title of "Think Twice Before 
You Build ... 11 clearly expressing a 
principle of high relevance prior to 
the commitment of funds appropriated 
for, or available to, delinquency pre­
vention and control system. In a time 
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j of expanding services, thoughts naturallY". 
turn to building new structures or facil-" 
ities required by the system we have 
outlined in the previous two volumes is 
very sma 11. 
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CHAPTER 6 

EVALUATING PERFORMANCE 

Section 1: INTRODUCTION. 
Page 183 

A strong commitment to evaluation of the performance of individual 
programs within the system, and the over~ll p~rforman~e of the 
system was established at an earl~ date 1n ~h's plan~lng ~ffo~t. 
The logic of this position is ObV10US, but ltS ~ractlc~l lmpl1ca­
tions are by no means universally accepted. ThlS sectlon s~rveys < 

the range of considerations that must be addressed under thlS headlng. 

Section 2: SEVEN LEVELS Of EVALUATION QUALITY 
Page 186 

Not all efforts to which the label of lI evaluation l
: is attached are 

equal in value. This section presents an adaptatlon of a~ evalua­
ti~n quality scale for human services programs ~eveloped lndepe~dently 
of this planning effort by the project manager 1~ order to prov!de 
background for intelligent discussion of the subJect of evaluatl0n. 

Section 3~ THE FOCUS OF EVALUATI9li INTEREST 
Page 192 

The various factors which might be evaluated useful~y are enumerated 
in this section. There is a possibility of_ev~luatlng the careers of 
individual juveniles with similar characterlstl~s, as wel~ as the 
specific programs, individual providers of serVlce, a~encles, com­
munities, areas, and the effectiveness of the system 1n the state as 
a whole. 

Section 4: EVALUATION RESPONSIBILITY 
Page 194 

The ultimate responsibility for initiating and maintaining an evalu­
ation program is fixed at the state level. On the other hand, Area 
Boards are expected to be the principal benef~ciaries., It,seems 
unlike'\y that consistent evaluation qual~ty wl11 be malnta:ned unless 
each agency participating in the system 1S a~solutelY requlred to 
furnish the information required for evaluatlve purposes. 

Section 5: PERFORMANCE CONTRACTING 
Page 199 

A sound eva 1 uati on plan allows H performal.1ce cont~acti ng" Jor, servi ces 
~ithin the overall system. This principle has wlde appllcatl0n !or 
~oth prevention and control services and can provide a sound ~as~s 
for the exercise of authority by the Area Boar~,.eve~ th?ugh lt 1S+ 
not relevant to some agencies and offices partlclpatlng 1n the sys~em. 

Section 6: UNRESOLVED ISSUE~ 
Page 201 

Brief mention of some unresolved issues that bear heavily on the 
adequacy and usefulness of an evaluation ~rogram, presented as the 
basis for further discussion and explorat1on. 
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sEcndNl : INTRODUCTION 

A strong commitment to evaluation of 
any and all activities to be included 
within the juvenile justice system in 
Kansas was established first at the 
second conference. The recommendation, 
~s printed in our publication Basic 
Organizational Decisions, is as follows: 

IIA very strong commitment toa rig­
orous evaluation of all~the various 
elements withjn the juvenile justice 
system is perceived as essential, 
both for the improvement of the pro­
grammatic elements of the system 
and for the benefit of the individuals 
who become a part of the system." 

The language of this recommendation ex­
presses clearly the strength of feeling 
regarding this issue as viewed by the 
several hundreds of persons who had been 
a part of the planning process up to 
that time. A companion recommendation 
concerning records and an information 
system was also enacted at the second 
conference: 

"The absolute necessity for a compre­
hensive information and record system 
was clearly perceived as the basis for 
many of the other desirable goals with­
in the total juvenile justice system.// 

After these recommendations had been es­
tablished and the project publication 
containing them distributed, further 
discussion commenced during the winter, 
spring, and summer of 1971. It is 
fair to say that this is a point on 
which those who have-been involved in 
our planning process are almost unanimous­
ly qgreed. The principle has be~n ex­
pressed and has arisen in a variety of 
contexts throughout the duration of 
this planning effort. 

Though the commitment is strongly ex­
pressed and unanimously embraced, it 
was generally simplistic and unexamined. 
The project staff felt 'the necessity 
of developing a,relatively detailed de­
scription of what this commitment im­
pli ed,:and to subject it to the same 

sort of review process that was being 
used for all other major points in the 
system. Consequent1y) a separate chap­
ter on this subject was made a part of 
the overall plan, and was used as the 
basis for area meetings in the fall of 
1971, and thee winter and spring of 1912, 
the sole subject of a workshop at Con- . 
ference IV, and part of the Vol. IV~ 
workshop at Conference V. 

It ~as suspected that the subject of 
evaluation might proVe to be controVer­
sial since virtually no public or private 
agency carries on a comprehensive evalua­
tion program as an ordinary part of 
their activ~,ties. For this reason, 
most people are unfamiliar with the neces­
sary investment, amount of effort, and 
the quality of information required for 
a good evaluation system. The suspicion 
proved to be erroneous, and only minor 
improvements have been made in this text 
since its first exposure in project pub­
lication #41 in July of 1971. The fact 
that a sound and comprehensive evaluation 
system costs money which might have been 
made available for direct services was 
recognized and accepted in this review 
process. furthermore, a wi der apprecia­
tion of how evaluations might be condu~ted 
clearly emerged thr:ough this review pro­
cess. The remai ni n9 te~<t of the chapter 
presents a very general, and unspecific 
struGture for an evaluation program that 
has been found to be acceptable to the 
majority of our faculty, advisors, and 
others who attended area meetings during 
the final year of the planning process. 

TWO GENERAL FIELDS 
OF EVALUATION 'INTEREST 

Individual program performance within the 
system, and the performance of the system 
as a whole within the state and its con­
texts of community life constitute the 
two general ·fields of evaluation interest. 
They are the starting pOint for any eval­
uation program. 

The first of these general fields of in­
terest is concerned with the degree to 
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which individual programs achieve their 
desired results in specific communities. 

. It is obviously necessary to spec; fy what 
the desired results are for the various 
individual programs, and then select 
measurement cri tet'·ia by wI:! i ch the rate 
of succes s may be judged ~ It will al so 
be of interest to determine hO'i1 similar 
programs operating in different commun­
ities perform in contrast to each other. 
Of specia'l interest here will be deter­
minations about what makes one program 
appear successful while another program 
appears less successful. Individual pro­
gram pe rforma nce a 1 so fnc 1 udes judgements 
regarding how individuals with similar 
characteristics y''espond to various ki nds 
of programs. Here, contrasts between 
the success of various programs with 
persons with simila.r characteristics 
may also prove to be useful and val uab 1e 
for future planning. 

The performance of the system as a whole 
is concerned with the formulation of in­
formed judgements about how the sum, of 
a 11 programs affects tne sum of a 11 per­
sons enrolled over an extended period 
of time. EValuating the overall effec­
tiveness Of the system also includes 
jUdgements of how well the system re­
lates to the larger social conditions 
existing in the state and its various 
communities. It is also possible to 
reach some informed conclusions regard­
ing the degree to which the indirect 
supportive services - largely the re­
sponsibility of the KJSA - either help 
or detract from the effectiveness of 
direct services. Whereas there is 
some currentinforniation regarding the 
performance of individual programs 
(by no means adequa te), there is vi r­
tually noreliabl~infQrmation regard-
i ng how the ex; sti ng juvenilejusti ce 
system performs in the state • 

THE LOGIC OF rHE POSITION 
IS BEYOND QUESTI~ 

. -
Everyone wants to know what the results 
of various kinds of service actually 
are. The individuals who are providing 
the serVites in question obviously 

want to know if they are doing a good 
job or a poor job. The supervisors of 
those who provide services also need to 
have very definite information to make 
judgements' regarding the effectiveness/ 
of those they supervise. Policy-makers 
of various sorts in each community are 
continually asking Simplistic but in­
telligent questions to which they gener­
ally receive wholly inadequate or even 
deliberately misleading answers. Finally) 
the general public wants to know once 
they become aware that there is an en­
tity such as a juvenile justice system. 
Pre-delinquents and delinquents also have 
a very direct interest in knowing the 
results of programs in whjch they are 
being enrolled. Not surprisingly, a 
rather large number of delinquents view 
existing programs as either meqningless 
or ineffective. Unfortunately, in a 
number of cases, either or both of th~se 
judgements may be accurate. Whether they 
are accurate or not, holding such beliefs 
;s sure to affect conscious decisions 
made by individual jUveniles. 

The vast majority of human beings have 
an lIeva~uative view" of the world. This 
simply means that most people draw con­
clusions fran what they see and hear, and 
these conclusions become beliefs and 
principles which are used to interpret 
further inputs of facts and experience. 
Literally hundreds of people in Kansas 
are drawing conc1usions about the rela­
tive s~ccess or failure of programs in 
thi s fiel d of i nteres t every day. Qui te 
often, these cons1usions also contain 
thoughts about lithe younger generation" 
and the relative condition of community 
life. . 

No one in the state currently has com ... , 
prehensive and cons;stentlygood informa­
tion about the full range of concerns 
legitimately placed within this field of 
interest. Most people who possess a 
1 imi ted number of facts and have very 
limited opportunities for experiencing 
this field do' not recognize the poor 
quality and potentially misleading nature 
of their information. Almost no one has 
a broad or longitudinal scope of informa-
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ti on except w~ thi nasi ogl e county." The 
absence of th1s .broad or longitudinal' 
?cope of information results at least 
10 a lack of perspective and more 
probab ly, a v~ry seri ous distort; on 
of understand1ng. This, however,nas 
not dete:red a wi de variety of people 
fr~m ~~klng evaluative judgements about 
thlS Tleld of interest. . 

~ailure to evaluate will be charatter­
lzed as an example of irresponsibility 
~e must evaluate those facts and exper~ 
lences with which we are confronted to 
deserve th~ r~spect of those we serve di­
rectly or. 1ndlrectly. Even When we clear­
ly re~ognlze.that what we know or have 
experl~nced ~s partial and subject to 
some ~lstortl0n and many qualifications, 
we st,}l must form some value judgement 
that wl~l.h~l~ us cope with life and our 
responslbl11tles as citizens. 

The public deserves an accounting of 
the Success to which public funds have 
been employed in dealinQ with problems 
such ~s juvenile de 1i nquency. Such ac­
count,ng should be made on the basis of 
the~est possible information at any 
p~rtlcularpoint in time. The informa­
tlOn should .be definite, relevant, and 
cover an extended peri od of months or 
e~en ~ear~. I~ every case in the juve­
m.1e Jus~,ce fle]d, the accounting shOUld 
~e ':Iad~ 1~ away that crosses agency 
Jurlsdlctl0ns. For example, it is use­
less to cite facts on unemployment,school 
d~opouts, arrests, or court cases 
w,thout attempting to relate these 
factors.to eac~ o~her. Single agencies 
pres.s:ntl ng thel r 1 nforma ti on to the 
puulic o~ly from their-perspective. can­
not posslbly present a meaningful pic­
ture of any part of SOCiety except their 
Qwn agency. The publ ic also deserves 
to be protected ft'om the lIa larums and 
excursions" of those Who use partially 
correct information to enhance their 
own position or the position of their 
agency. The pl anning project staff 
has encountered 1 Hera llydozens of 
exa~ples ?f IIspecial pleadingll from 
~arl0us k,nds of agenCies or offices 
10 .r:e.garcl to the delinquency problem. 

'" 

The public is not now protected from 
these cases of specia 1 pl ead; ng • 

UNCOMFORTABLE PRACTlCAL IMPLICATIONS 
\' 

Ther~ ar~ some uncomfortable practical 
lmpllcat1~ns to developing a commit- . 
me~t t~ ngorous evaluation. The im- . 
pllcatl0ns ~re uncomfortable Simply be­
ca~se th~y lm~ly the necessity for . 
dOlng trylngS 1n a manner different than 
tha, t wn 1 ch has bec orne hab itua 1. For 
example, many agencies are committed to 
what weI/have cal1eda :lprocess" rather 
tha~ ~ . result fJ orientation to their 
actlv~tles. This means that the agency 
or prlVate practitioner has adopted 
a.particular kind of response and tech­
n~que for t~e problems .,referred and 
sl~ply applles that ~~thnique to all 
perso~s co~tacted. rJlJost of the processes 
used 1n thlS manryet have been tested 
elsewhere,an~,;.appear to have been ef­
f.ectual'JI T~~ agency or person which is 
process onented then assumes that 

the process has a guaranteed value. In 
most cases, ~he valud is not guaranteed 
due to a varlety of factors. However, 
t~ose who embrace the process orienta­
tl0n to their tasks spend little if . 
any, effort trying to find out if they 
are duplicating the assumed success rate 
for the process or riot, whi ch they qui te 
often are not. 

In our fiel~ of interest, one may assume 
t~a t every agency tha t does not fo How 
wlth the careers of their clients after 
ther leave the agency1s jurisdiction is 
baslcally lJprocesslJ oriented rather than lire It'' . su. orlented. With some notable 
excep~l~ns,.most agencies fit into this 
claSSlflcatlon. In fairness, it should 
be noted ~hat the ~ajority of agencies 
are not glven sufflcient resources to 
follow their clients after they leave 
~he.agency~s jurisdiction. In most cases 
1 t 1 S considered to be a IIfr; 11" ()f a ' 
h~man service system and is not fi.nan­
c1ally supported even when specifically 
requeste~ . However, the vast JTIajor,~ ty 
Of. agencleS never make requests of' 
thlS ~o~t. ~tlman services agencies are 
unfam1l1ar wlth the idea of constant 
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measurement of the immediate and 10n9-
term effects of thei~ actio~s ?n those 

.they are ,serving. S1nc~ t~ls 1S an un­
famnlar subject area, ltlS generally 
uncomfortable for agency personnel. 

" 
A further uncomfortab1e p~actica ~ im-
plication is to be found 1n the l~ea 
that individual providers of s~rvlce 
should be regularly evaluated 1n terms 
of what has happened to consumer~ of 
service as ~ result of "their actlons. 
Human services provide~s are rar~ly 
evaluat.ed individually. Though lmmed­
iate supervisors often make att~mpts 
in this direction, such evalu~tl0ns are 
generally subjective and posslbly pre­
judicial and rarely re1ated ~o any 
"hard" information. Customa~11y, an 
agency di rector is not routmely fur­
nished information tha~ cou~d ~e.used 
to evalUate the work ~i an 1~dlvldual 
provider of service wlthout lnterpre­
tatton by the supervisor. Yet, the 
most important part of the human se:­
vices system to a recip~ent of serVlce 
is the provider of serVlce. Through 
contact with this person, the best, 
and the worst, things that can happen 
actually occur. The good and bad 
things that happen as a result of the 
provision of s,ervicecan often be re­
flected in relatively routine data 
co1lection procedures. The ~act tha~ 
this is not a consideratlon 1n most In­
formation systems clearly illustrates 
the point that there is resistance .t~ 
this type of evaluation. In c~ncluslon, 
it will be stated that evaluatlng the 

effectiveness of a provider of service 
in regard to the effects on th?se c~~~ 
sumers for which he is responslb~e 1S 
an unfamiliar and uncomfortable 1dea to 
a large pe\"centage Of providers. 

The practical implications ?f a compre­
hensive evaluation system ~1 11 not be 
automatically accepted. As a ma~ter of 
fact many who express a theoretlcal 
commitment to evaluation do not.und~r­
stand and may not accept these.lmpllca­
ti8ns at all. Many agencies wll1 ob­
ject to being evaluated i~ t~~s of 
their performance. Many lndlvldual pro­
viders of performance will obje:t to 
being evaluated in terms of thew per­
formance. It may further be ex~ected 
that agenCies and individualswlll 
point to deficiencies of pay-ental con­
trol environment, and character de­
velopment as the r~ason.for the~r lack 
of success in deallng wlth partlcular 
individuals, as is currently the case 
in far too many instances. 

It must be recognized that only when 
evaluation has been carried out compr~­
hensively and consistently ?v~r. a penod 
of years wi 11 there be a sufflC1 ent back­
ground of information to develop norms 
r.egarding probable success or lack of 
success with programs and personnel. 
Unti 1 the time that no}'ms hav,: been es­
tablished within a comprehenslve frame­
work and have become familia~ to per~ons 
working in the field, many wlll contlnue 
to feel uncomfortable or threatened. 

SECTION 2: SEVEN LEVELS OF EVALUATION QUALITY 

The concept of evalu~tion.as a~plied to 
the human serVices fle~d 1S nelther, 
simply described nor slmply understood. 
The term evaluation is greatly over­
worked and is used to indicate a broad 
variety ofconsidere~ judgements and 
unconsidered concluslon~.Pers~ns who 
IIjump to conclus~onsll and tho~e who spend 
their full energlesfor a perlod~f. 
months or even years to develop.tnelr 
conclusions may both regard thelr con-

clusions as evaluation." The use of the 
term here in thi s system must, therefor~, 
be defined and illustrated in some detall 
in order to insure an accurate understand­
ing of its intended meaning. 

A seven level evaluation guality scale 
is presented in this sectlon to assure.a 
common point of reference for expl~r~tlon 

, of the general subject. I~ was o~lg1n~1-
. , ly devised as part of the Four D1menslon-
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al Planning TheoryJl developed by thAe 
Chief Planner independently from this 
particular planning effort. It was 
original.ly deSigned as,Jframework 
for eValuating the perfonmanceof all 
hUman services being provided in a 
community. It has been adapted for this 
system to illustrate a way of evaluating 
a well-defined category of interest 
within a large number of communities 
on a state-wide basis. 

Human services in general are necessar­
iiy based on value judgements that are 
often quite subtle and subjective in 
origin. Though a number of factors of 
importance within the hUman services 
field are obvious and lend themselves 
to objective measurement, the majority 
of inputs are not. Knowledge of facts 
regarding a person's behavior or con­
ditions in the environment affecting 
an individual usually influence the 
formation of these value judgements. 
That is to say, objective factors have 
a place in the formation of many of 
these value judgements .. However~ once 
formed, the value judgements begin to 
assume the stature of facts themsel ves t 

a potentially serious pitfall that must 
be recognized and for Which allowance 
must be made. Value judgements are 
necessary, and can be very valuable, 
but they have limitations and their 
dangers must be understood. 

The ideas regarding evaluations as used 
in this context are -suggested by the 
following principles. The first consid­
eration is the degree to which a tem­
porary or relatively lasting improve­
ment has been made on·a person1s ability 
to avoid unlaWful behavior patterns. 
Secondly, evaluation means a conscious 
and del iberate effort to determine 
whether an improvement has occurred and, 
if so, with what frequency and relative 
permanence of effect on specific kinds 
of individuals. The more disciplined, 
systematic, and comprehensive an evalua­
tion is, the greater the degree of con­
fidence that can be placed in the 
result. Good evaluat~ons reduce the 
importance of intuitive and subject 
judgements to the lowest possible level. 

There are four essential concerns about 
every sort of evaluative activity: the 
magnitude of effort inves\'ted, the quality 
of information available, the quality 
of tools used for measurements, and the 
depth of inquiry, Recognizing that 
each of these concerns rests on a value 
judgement base, it is still Possible 
to develop the simplistic conceptions 
and to make useful comparative distinc­
tions about each of them. After making 
such distinctions, it is possible to 
arrange these concerns into a format 
from which seven levels of evaluation 
quality emerge. The seven levels of 
evaluation quality ar~ displayed on 
Chart 34. Explanatory comment about the 
four essential concerns and the seven 
reSUlting levels are prOVided below. 

INVESTMENT OF EFFORT - The effort invested 
in evaluative studies may range from a 
minimum of casual or occasional consider­
ati on of a subject not' based on any 
particular preparation for understanding 
it (minimal - levels 1 & 2), through 
specific and deliberate preparation to 
understand the subject and regular review 
of material regarding it (significant _ 
.levels 3 & 4), to extensive preparation 
and concerted study of the subject (con­
siderable - levels 5 & 6), to the maxi­
mum of convering lines of considerable 
investments by both indiViduals and 
groups (very considerable - level 7). 
Though the amount of effort invested in 
evaluation is not a guarantee of quality, 
it is relatively safe to say that high 
quality evaluations almost invariably 
require very considerable investment of 
effort. 

QUALITY OF INFORMATION - An evaluations 
must be based on some sort of recorded 
information. The quality of information 
may range from a minimum of vague and 
substant-jated facts .. or generalizations 
(cursory or poor - level 1); through de­
finite informatibn on general efficiency 
levels or other unsubstantiatea but 0 
reasonable information (fair - levels.2 
& 3); to definite, precise and substan­
tiated information on general efficiency 
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:-:.:.:.:.:.:.:.:.:.:.;.;.;.;.: ........................ ·········· .. ·~·~~~~~~NT : QUALITY OF: TOOLS FOR DEPTH OF : APPLICABILITY OR 

LEVEL AND TITLE OF EFFORT : INFORMATION : MEASUREMENT INQUIRY UTILITY . 1 ____________ ·.,;;" ________ _ 

. 1 superficial usually ~~e'ess usually : cursory or: persona ,'n ,'solation 1.;CAGUAL or values 
CONCLUSIONS • minimal . po.: : ~._~ _________ ~ _____ _ 

: -·~------------:-------------e------------ . -~-----------------.------------- : .• : restricted : produces measure 
2. t-lONlTORING minimal f~~~, : rudimentary: to given : of ~e~elral ' 

'1: . factors . eff'. ':1 el1cy Slmp e. . 

-------------------~-----------~--:-------------:-------------:-------------:----------~~------
. . elements ~understanding of 

3. REVIEW , . fair, basic of given : involyed.proc~ss 
• significant : but more factors : & relatlonshlps : : deta i 1 ed • 

~ -:-------------~-------------~-~--------:--;-----~---~--------
------------------- ;-----.. ------- : good detail : designed : beyond the ~ ~ow ~,ervices fdit 

• : i, .. .: • for this : given . lnto total nee s 
4. STUDY ~'. slgmf,cant. andt ' t : purpose . factors of consumers 

~ : quan 1 y : : • 

' -------: -,-------------: -.-----------: -------------: -------------: ------------------
(~~-~~~~~~--: : very good : d.esign~d : overt level : basis

l
; for under-

' ATION considerable: or : for thlS . of.a~e~cy : standing agency 
'/£VALU texcellent : purpose : actlvltles: ; t ~. . ___ : ______________ : __ -__________ : _________ ~ ___ ; ______ . ______ ; _____ ~------------

--1------------- : , :: to limits : definitive know­

6. RESEARCH IN 
LIMITED FIELD considerable 

: validated : of onder- : ledge of viabil-
11 t : measurement: standing : ity of services 

exce en • tools . f' ld . 
• : 1n 1~ 

. : . : ._------------------------:--~--------~--------------:-~-----------~----~-~---:;-~--~:-;~:~~:--~ the basis for 
7. CQf·1PREHENSIVE: cumulatively: excellent . var~~l ted : of under- : inclusive dimen-

EVALUATION : always very: and c?mpre- vat6o~s standing: sion planning : considerable henslve 

and more discrete subject areas (good -
levels 4 & 5); to information produced 
through a regular, dependable, de-. 
finitivestructure ~esigned for thls 
purpose (excellent -, leve,l 6); up t~ 
the maximum where there.are.converg,!ng 
'lines of excellent quallty lnformatlon 
(comprehens~vely.exce1J~nt - 1eve17). 
All eva llja t1 ons 1 n whlch conf] dence 
is placed o~ w~i~h are used as.the 
basis for slgnTflcant changes.1n the 
corrmunity should be based on ln~orma­
tionof .at least excellent qua11ty . 

MEASUREMENT'TOOLS - Every evaluative judge­
ment proceeds from some standard 9f me~­
surement. The measurement,tools ldentl­
fied here range from a minlmum of unsys­
tematic individual reactions (personal 
value systems -level 1); through c?n: 
sciously developed guides for descrlblng 
~easuring and systematizing gross ~acts 
(rudimentary..; level 2); to analytlC 
frameworks for measuring elements of 
gross facts (basic - le.vel 3); on to tools 
designed to record and lema lyze .gro~s . 
facts and their elements systematH.:ally 
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I! (designed for this purpose - level$ 4 & 
51J to validated measurement tools~such 
as'the MMPI, Iowa Test of Basic SkH'ls, 
college entrance examiriations, etc" 
(widely validated measurement tools _ 
level 6); up to the maximum Where the 
results from a variety of validated 
measurement tools converge in a com­
prehensive evaluation structure (variety 
of V~lidated tools - level 7). Only 
the tools identified from level 4 up­
ward have any real significance for 
evaluation of activities in the human 
service field. 

DEPTH OF INQUIRY - It is important to 
identify the intended depth of inquiry 
into the subject being evaluated. The 
depth of inquiry may range from the 
minimum of reading newspaper stories 
or being given a "walk-through ll inspec­
tion of facilities (superficial _ 
level 1); through asking questions to 
obtain genera1 efficiency type informa­
tion (restricted to given factors _ 
1 eve 1 2); 011 to s tudyi ng the basi c com­
ponents of wh1ch the gross facts or 
given factors are composed (elements 
of given factors - level 3); through 
fonowing a line of inquiry that attempts 
to analyze the elements in greater de­
tail (beyond given factors - level 4); 
to the broadened scope of interest re­
presented by the full range of an agen­
cy's activities (overt level of agency 
activities - level 5); to investiga-
tions carrying the line of inquiry 
beyond overt actions and observable be­
havior or appearances to discern moti-
va ti ons and covert reasons for the 
overt (limits, of human. understanding 
in field - level 6); to the maximum 
where the 1 imits of understanding in 
various fields of interest converge 
(limits of understanding - level 7). 
The 'depth of i nqui ry has both vertical 
and horizontal dimensions, the former 
being reached in level 6 and the latter 
in level 7. 

Arrangement of these concerns ioto 
natur&l or logical groupings according 
to roughly eqUivalent quality allows 
construction of a seven level format of 

e~aluation quality. Though other ar­
rangements of these ideas are pOSSible, 
thi s arrangement conform~ closely to 
the reqUirements of Fout Dimensional 
Planning. 

LEVEL 1: CASUAL CONCLUSIONS - Each of 
us for'rns casual conclusions about a 
variety of matters every day. It is a 
common formo.f human mental exercise. 
The first level of evaluation qua1ity 
is ,composed of the minimums of each of 
the four concerns, and is therefore 
labeled useless for purposes of this 
discussion. 

LEVEL 2: MONITORING - Thi s term has 
been used repeatedly in the preceding 
text. Its more precise meaning and com­
parative value is illustrated by its 
placement in this format of evaluation 
quality. It is the lowest of the ser­
iouslevels of evaluation. It requires 
only a minimal investment of effort, 
Simply conceived information categories, 
rudimentary measurement tools, and 
is concerned only with given factors. As 
a result of this, monitoring produces 
only a measure of general efficiency, 
but serves to establish or reflect the 
parameters of a particular huma.n services 
system. 

LEVEL 3: REVIEW - The third level in the 
format is given the tit1e of "review ll 

and is composed of a significant invest­
ment of effort, at least a fair quality 
of information, somerbasic measurement 
tools, and focuses on the elements of 
the 9i ven 'factors us ed for monito}~i 1'Ig. 
Revi e\\1 produces an understandi ng and 
appreciation of a subject area that 
neither monitoring nor casual conclusions 
imparts. It shOUld produce an understand­
ing of involved processes and relation­
ships existing in Virtually every human 
service system. 

LEVEl 4: STUDY - This is the median level 
of evaluation quality, and is ~nly rarely 
attained on a consistent basis in the hu­
man services field. It is the level at 
Which evaluative efforts involve extensive 
war k,disci pl inedpreparation, and high 
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standards of quality. This level of 
~valuation quality ;s not reached 

-without extensive preparation, a dis­
ciplined work program, and other ex­
tensiVe preparations. Study inVolves 
a significant investment ef effort, 
information of good detail and quan­
tity, developed from. measurement tools 
designed for this purpose, and which 
focus attention on matters deeper 
than overt and observable behaviOr. 
The result of study, as defined here, 
is an understanding of how needs and 
serVices fit into the more broadly 
conceived needs of consumers. 

LEVEL 5 - EVALUATION OF AGENCY ACTIVI-
,TIES - This is the first of the three 
levels of significant evaluation quality. 
Whereas the lower 1 evel s ju~;t menti oned 
progressively deepened understanding 
on a v.ertical axis, this level broadens 
unders~anding on a horizontal axis to 
include all of the official and related 
interests of an agency. It is a diffi­
cult level for the voluntary leadership 
of an agency to attain, but it is possible 
when they are serious about their re­
sponsibilities, have a continuity to 
their membership, and are provided with 
a high quality of staff support. Though 
the focus of interest at this level is 
primarily on services being provided, 
it also encompasses supervision and ad­
ministrative support within the agency. 

LEVEL 6 - RESEARCH IN LIMITED FIELD -
This level of evaluation quality will 
be used to indicate both intensive re­
search on narrowly defined subjects 
and research on systems as previously 
defined. In the former case, reference 
is made to both basic and applied re­
search into processes and techniques 
used by any part of the human services 
system. :In the latter case, the.empha­
sis will be on the degree of~uc~ess. 
being achieved by any of the functional 
sub "-systems . , In either case) this re­
search must involve a considerable in­
vestment of effort, util i ze an excellent 
quality of inforlnation developed from 
validated measurement tools, and pur­
sue aline of inquiry at least to the 

Rresent limits of understanding in the 
field. rt is intended that level 6 ef­
forts focused on narrowly defined sub­
ject areas be made a part of an overall 
plan to evaluate each of the functional 
systems. 

LEVEL 7- COMPREHENSIVE COMMUNITY RE­
SEARCH - This is the highest, or maxi­
mum, level of-evaluation quality. It 
is concerned with collating and inter­
preting the highest available levels 
of evaluation from every service, agen­
cy, and system in the community. It 
is intended that it would only be con­
cerned w-ith level 6 evaluations in re­
gard to services, and level 5 evalua­
tions regarding matters of agency or­
gani zation. Though it would be di ffi­
cult to achieve this in less than three 
to five years from the date of inau­
guration, this objective should be 
kept clearly in mind. Level 7 must be 
allowed avery considerable investment 
of effort, with the understanding that 
much of this would be directed toward 
level 6 (on which level 7 is dependent). 
The quality of information used must 
be both excellent and comprehensive 
and be derived from a variety of vaH­
dated tools. The depth of inquiry must 
be described as an effort to reach the 
present limtts Of understanding. 

AN INFORMATION' SYSTEM MODEL 

The evaluation system described in this 
section requires an information system 
that can handle thousands of transactions 
each month. The information system must 
be able to match the sophistication and 
degree of detail utilized by theevalua­
tion system, Which; as described in the 
foregoing text, is considerable. 

"c 

A rudimentary design for an information 
system is displayed as Chart 35. Those 
fami 1 i a rwi th information systems will 
recognize the consid~rable additional 
details that are necessary to make a 
judgement about the potential useful­
ness of the design. It does show that 
there should be two basic inputs, direct 
and indirect, to accomplish the purposes 

CHART 35: AN INFORMATION SYSTEM MODEL 

we have specified. The direct inputs 
are the, result of referrals to either 
preventlon or control programs and are 
subject. to intake and pl.acement acti ons 
from WhlCh accurate and extensive socio­
dem?graph~c inform~tion can be derived. 
I~dlrect lnputs concern those persons 
wlth Whom ~he system makes contact, but 
~oes not ~lrectly serve- i.e.~ persons 
1n ~ ~artlcular progr.am .serving system 
reclp1entswho are not system reCipients 
themselves. '. . 

A~cumulated socio-demographic informa­
tlon, plus any text results or other 
personal history available at intake 
(or as a result of intake activity) is 
forward~d to the archives for storage, 
alongW~th.a,notat1on of the placement 
of the 1ndlvldual 1n either an individ­
ual or,group program. Subsequent in­
formatl0n on the individual is forward­
ed to.:-the arch~ves from the operational 
programs to WhlCh referrals have been 
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made? i~cluding termination data. 
"!he lndlrect serVices also forWard 
lnformation to the archives. The 
a~chlves, therefore~ contain speci­
f~? !nformation on individuals 
Wl thw the system, some information 
on r~late~ persons, and periodic 

. or hlst?r1cal events 'subsequent 
to the lnitial intake or contact. 

Services prOVided, at least to 
the referral group, are to be 
coded 1n several ways: general ele­
m~nt, pr?grammatic element, speci­
flC servlce,'area, agency, and ac­
courytab1e provider of serVice. No-. 
tatlon.must also be made of the 
d~te~ lnvolved, referring or iden­
t~fYl ng authority, and all p:re­
Vl0US, concurrent or sequential 
:eferrals that involve accountabil-
1 ty. _ 

\,; 
4 

As described, this informa ti on sys­
tem.mod~l provides for periodic sum­
marlZatl0ns of activity within the 
system as a whole, area performance 
agency and provider performance, ~ , 
movement from one system element to 
another, and other factors neces-

.sary for the exercise of management 
at elther the area or state level. Fur­
~herm(ore, it would 'allow person account­
lryg even on a daily baSis if that were 
vlew~d as desirable) and a capability of 
sort!ng for a multitude of factors'. 
L?n~ltudlnal career historie~ on all re­
c1plents would be immediately aVa~lable 
and could be individually retrieved by , 
name (c~se) or in groups by ally of s"ever­
a~ Poss!ble sorting factors. 'Comprehen­
Slve prlntouts on overall sysb~m perfor­
mance waul d probab ly not be necessary 
~ore often. than monthly ~ and a\quarterly 
lnterval mlght be eventually SUfficient. 

~ote m~s~ be made of the fact that an 
1nformatlOn s~stem is not an evaluation 
syst~m. The lnformationsystemsimply 
p~ovldes a ,reservoir of data that is 
~lther unevaluated; or pte-evaluated _ 
l~ do~s not perform an evaluation func­
tl0n ltself. On the other hand, it ;s 
an extrem~lyuseful tool for evaluators. 
It can 9Uld~, evaluators to programs and 
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services which seem to be especially 
effective or apparently ineffective. It 

'can help identify, statistically, prob­
lem areas or successes that deserve 
evaluative inquiry more accurately than 
would be possible for indi,viduals, and 
can produce this info~mationmuch 
soon~r after a recorded event. 

An information such as this is more 
than likely to cost hundreds of 
thousands of dollars per year, if applied 
to the maximum dimensions of the pre­
vention and control fields (84,200 in-

*dividuals at any given time), irrespec­
tive of IIhardware Jl investments. An 
expense item of this magnitude in the 

human services field is totally unfamiliar 
to Kansans, and will, therefore, inevit­
ably be assailed as an lIunnecessaryll ex­
pense by most of those who are unfamiliar 
with our plan, and even some of those 
who are familiar with it. The briefest 
possible justification for the invest­
ment is simply that we are committed 
to a uniform and consistent state-wide 
juvenile justice system, and that im­
plies the exercise of management influence 
which is only responsible if its decisions 
are based on a large quantity and high 
quality of recent information. The 
information system described above would 
furnish this, and, without it, the manage­
ment of the system would necessarily be 
capricious and probably inappropriate. 

SECTION 3: THE FOCUS OF EVALUATIONINTERESI 

This section explores the subjects which 
should be evaluated on a regul~r and 
consistent basis within the juvenile 
justice system. The primary interest is 
t:, 'identi fy those eva 1 uati on subjects 
that would be useful to the manage­
ment of the system. it is also the 
purpose of this section to set forth 
some guidelines regarding the inevit­
able compromises which will be made 
when authorizations for evaluation 
~fforts do not coi ncide wi th requests. 

SIX EV~LUATION AREAS 

RECIPIENTS .~·The primary consideration 
regard i ngi od i vi dua 1 juveniles ; sal ong­
i tudina 1 studyo'f the careers of those 
who have had contact with control pro­
grams. This primary interest will be 
called delinqUenl careers, and must 
necessarily involve knowledge of sub­
sequent adult behaVior, beyond the up­
pef li~1t of the juvenile age. This is 
the most1mportant of the areas of i n~ 
terest in the system, and is to be kept 
on every individual in contact with con-
trol programs. 

I.nformati:"on on pre~del hiquen.t careers 
is nearly as important. It consists of 
a similar longitudinal study of, the 

careers of those enrolled in prevention 
programs, c1assified and sorted by the 
reasons for initial enrollment in such 
programs. It is inevitable that some 
delinquents will have been enrolled 
(unsuccessfully) in programs for pre­
delinquents. Thz greater longitudinal 
career history that is available from 
the pre~delinquent career history is 
of considerable value both to the individ­
ual and to those responsible for operat- . 
i og programs. . 

Recipient career information is the key 
evaluation area on which all other~ de­
pend .. However, even though it is the 
key element, it is expected to.be contro­
versial. There are additional comments 
on the issues which have or are likely 
to develop about this subject in Section 
6 which follows. 

It is obvious that useful - in contrast 
to traditional - concepts and categori­
zations for recording this information 
must be developed. Existing concepts 
and categories are not believed to be 
adequate for an ;jnt~lligent understand­
ing. It goes without saying that up­
dated information must be periodically 
sought and recorded and the retrieval 
of all recorded information must be 
placed on a routine basis. The point 
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be ~mphasized.that retrieval of infor­
matlon regard~ng individual juveniles 
~ust not ~equlr~'authorizations for 
research , as 1S currently the case. 

PRO~IDERS - The second of the six eval­
uat~on area~ concerns the development 
o! ~nformatlon on all persons making de­
cls~ons abo~t recipients. Certain kinds 
of lnfo~matlon regarding the performance 
of proVlders must be monitored and 
evaluated. The state otWashington pre­
sently does thi~ type of evaluation on 
the person servlng as chairman of their 
placement committee in their diagnostic 
cent~r. It will be suggested that all 
provlders of serVice, i.e., probation 
counselors, therapists, residential' 
treatment personnel, should also be 
evalua!ed ac~ording to specified 
selectlve crJteria. ' 

When infor;!~~tioi1 is routinely gathered 
on the.provlders of service, this in­
formatlon ~a~ be subsequently co-related 
to !h~ reclplents affected by these 
declslo~ makers~nd providers. This is 
accomp~lshed by lnterfacing the records 
of del1~quent.careers and the actions 
o! provlders .. This subject area ;s also 
!lkely ho.be hlghly controversial and 
lS a~so dlscussed at greater length in 
Sectlon 6. 

~ROGRAMS - All specific programs with-
~n the system shall be evaluated accord­
l~g to the criteria established specific­
a 1 1y f~r each program. The eva 1 ua ti on 
crlterla are to be established in ad­
vance of the initial operation of the pro­
gram, collecte~ on tha~ basis, and 
eventually reflned on the basis of re­
trospective analysis~ It is expected 
tha~ there will be large areas of simi­
lanty between areas. It is also ex­
p~c~ed ~hat there will be areas of dis­
slml1arlty between superficia1ly similar 
progr~ms. All activities, including 
the slmple processing of indiViduals 
are to be summ~ri zed as IIpro'grams II f~r 
purposes of thls analysis. This means 

d tha t rec~rds are to be kep t on 1 aw en­
!orcement agency handling of juveni1 es, 
wtake.,de;tenti on, she 1 ter, ca'se pre-

paration, andeYaluation programmatic 
element~ as w~nl as the judicia1 pro­
gra~matlc element and the three rehabil'-
tatlon el ements. 1 

~GEN~IES.- All agencies, statutory offices 
~ ns,tl tut, ~ns a~d private practi ti oners are' 
lnc uded 1n thlS category, likely to in­
volv~ more. than 1,000 separate entities 
not 1ncludlng private practitioners Each 
~gency or practitioner is to be judged . 
:n regard to the programs for Which it 
l~ statutorily or contractually respon­
slble. }ac~ age~cy can also be evaluated 
on t~e. lnd,rect l supportive costs of 
provld:,ng their services. The IIcost 
c~nter type of evaluation of agenCies 
wl11 be applied to each agency or pri-
vate practitioner involved in the system. 

The age~cy evaluation includes interfacing 
p~e-d:llnquent and delinquent careers 
wlth lnfor-matioo collected on providers 
and programs. Each agency will have one' 
or mo~e, prog~ams for whi ch it may be re­
sponslb.e, w!ll employ or utilize one 
o~ more provlders of service related 
~lrectly-to a specified number of recip­
lents. Th~ agency evaluation will be 
~on~e~ned Wl th an· 'ana lysi s of how the 
ln~lv~dual.careers and the programs 
(wlthln WhlCh the providers operate) ac­
tually measure up to expected standards. 

AREAS - A.further analysis is possible 
o~ ~h: basls of the 14 part geographical 
dlV1S10~ of the state. Each of the 14 
~re~s wl11 b~ subjected to a longitud-
lnaf evaluatl0n f?r comparative analysiS. 
The gross load belng experienced in an 
area, the range and variety of programs 
the.relationship of programs to the lo~gi­
t~dlnal careers of delinquents, the agen­
Cles \,fhich a:e ~nvolved, the cost centers. 
and cost of.lndlrect services, and per­
haps other lnformatioh will be routinely 
gathered in each area. Whengathered it 
a~lows sorting ah~manipulation to pr~­
~lde area evaluatl~ns. Recognizing that 
a~eas m~y not be dl rectly compal~ab 1 e, there 
wl11 stl11 ~e many areas of roughly di.­
rect compar1son. Of more ~nterest to 
area boar~s and persons working within 
an area Wll1 be longitudinal. comparisons 
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of the area1s historical performance 
record with its current performance 

,record. 

tHE STATE SYSTEM - An evaluation of the 
state system consists of ~,composite 
of area evaluations, to which the pro­
grammatic element of residential treat­
ment is added. The state system eval­
uation will deal with the longitudinal 
record of dealing with delinquency pre­
vention and control in terms of the 
individuals who have been affected. 
This evaluation will also consist of 
periodic sotting according to providers, 
programs, and agencies across area 
lines. It will include following the 
careers of various individuals who crass 
area lines also. 

This evaluation will serve as a basis 
for review of the adequacy of the state 
plan and the development of allocations 
for specific purposes. The high and 
low quartiles for each kind of evalua-
ti on Vo/i 11 canst; tute a IJpermanent agenda II 
for further evaluation interests, es: 
pecial1y those identified in the pre­
vious section as level 6. 

THE USEFULNESS OF THIS 
KINO OF EVALUATION 

EValuations with these six areas will 
provide an historical understanding of 
what has happened. How individuals in 
contact wi th; the system have faired,. 
how programs have dealt with particular 

kinds of needs, how providers have af­
fected the lives of particular individ­
uals, and how agenCies have performed. 

This kind of information allows the exer­
cise of management control on the system 
and its various parts. The management 
control will concern itself with how 
present resources should be allocated 
to changing conditions. The more quick­
ly the information can be developed and 
summarized, the more quickly management 
can respond to, changing conditions by 
adjusting allocations of resources. 

An evaluation program like this will 
also provide a rational basis for future 
projections. It will be possible, if 
all six of these evaluation areas are 
implemented, to predict increas~s and 
decr'eases in programming on a relatively 
secure basis. 

An evaluation including these factor's 
allows the development of an informed 
view of delinquency and efforts being 
made to remediate the pl~oblem, knowledge 
essential to the intelligent investment 
of efforts and funds in the system. It 
will also provide a way of judging the 
effectiveness of various persons, pro­
grams, and agencies who have a role to 
pl ay in the overall system. Fi na lly, 
it provides a basis for determining 
whether a juvenile justice system is 
able to perform according to reasonable 
expectations and indicates where weak­
nesses and failure are occurring. 

SECTION 4: EVALUATION RESPONSIBILITY 

The nature of ~he evaluation task describ­
ed in the previous section transcends 
by a wide margin the responsibilities 
and req,sQnable interests of: providers~ 
programs ; and agenc;j;es rIta 1 so tr.ans­
cends area responsibilities, as previous­
ly described,~>by a similarly wide margin. 
Therefore~ i~1is a task.only appropriate­
ly und'ertaken . .b:::f the state agency. This 
is~'not to say:'t'llat the results of the 
evaluation will not be u'seful and val­
uable to "the more: limited interests .,? 

menti oned above. It is to say that 
none of these interests are defined as 
broad enough to encompass t~e extent of 
evaluation We have suggested as necessary. 

Basic information used in the evaluation 
system must be uniform and consistent. 
Standardi zed concepts and a consi stent 
method of judging how personal character­
istics fit into these concepts is essen­
tial. Persons responsible for generating 
information in Elkhart must use the same 
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concepts and apply the same judgements 
as those whose responsibilities lie in 
Kansas Ci ty. 

I~ ~s also neces~ary to have the capa­
b!llty of fol10wlng an individual When 
hl~ o~ her geographic location changes. 
ThlS ls.especially important when the 
change lnvolves crossing area lines 
within the state or across the state 
~ine. The ability to follow a person 
15 absolutely essential for a longitudi­
nal understanding of delinquent or pre­
delinquent careers. 

tion.cannot be allowed to be voluntary. 
Itmlght be assumed that penalties or 
other sanctions may be needed in order 
to assure the cooperation of varioUli 
agencies in furnishing this information. 

INFORMATION GENERATION 

The basic data to be used in the evalua­
tion system will be generated by inde­
p~ndent contractors and statutory agen­
Cles, offices, and institutions. At the 
very minimum, this information shall ' 
consist of the following. 

1. External characteristics which will 
serve to identify this particular 
person from all other human beings. 

.~tis also necessat:y to have the ability 
~o !ocate.persons with similar character­
lstlCS belng served by different agencies 
and residing in different areas for pur-
posk~s of comparison. This is necessary for 2. 
ma 1ng comparative judgements about the 
effectivenes~ of ~a:ious kinds of programs 
on persons wlth slml1ar characteristics. 

For those in the control programs 
the social history and invididual) 
diagnosis Which are descriBed as 
pa rt of the eva 1 ua ti on e l'ement in 
the crisis programs. It is also necessary to be able to 

m~ke inter-area comparisons of pOints of 
dlffe~ence or similarity. This is neces­
sary 1n order to place service or the 
p:rfor~ac: of particular kinds of agen­
CTes wlthln a broader framework in order 
to understand either excepti ona11y good 
or exception~lly poor performance. 

This presentation assumes that the KJSA 
sh~uld. b: responsible for initi.ating anq 
malntalnlng the evaluation system. This 
responsibility is believed to require 
statutory authori tati on as well as appro­
priation of funds. The statutory author­
ization s~oUld specify a requirement that 
all agencles" offices, and institutions 
genera te i nforma ti on sehedu 1 ed for i n-
clus~on in the evaluation. It might 
be Wlse to al~o reflect in the statutes 
that. the information will be generally 
confldential and release only to those 
agenCies with a demonstrated need for 
it. This point raises some'rather 
furidamentKl issues which are given fur­
ther exp lora tion fn the fo 11 owing sec­
ti on. Howeverc, it wi 11 be noted at 
this point that the systelT1 pres1knted 
here requi res partici pation from a very 
largen~,~~er of agencies, whos,e. coopera-

3. The record of handling of the individ­
ual by the court, including disposi­
tion of the case. 

4. A record of the original treatment 
plan for the individual. The treat­
ment plan may be deSigned within the 
prevention field of interest or within 
the rehabilitation field of intere~t. 

5. PeriOdic progress reports and situa­
tional changes as they occur. 

6. Informa'tionregarding the status and 
condition of the individuals at the 
time of termination from a program 
whether this is the completion of ' 
a. treatment plan or the plan has 
been aborted for some other reason. 

7. If the individual comes to the atten­
tion of the overal1system at some 
later date. A re-examination of ',' 
the person should be conducted in' light 
of the .re'cords already developed. 

8. Periodicre-examination of the status 
, __ "ard situation of the individual 
-'even when he or she seems to have 
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made a successful adjustment requiring 
no further attention from the system. 

The generation of this sort of informa­
tion requires that a large number of per­
sons be familiar with the.evaluation 
system. An evaluation system with the 
broad'horizontal and vertical dimensions 
such as specified here requires written 
records of considerable accuracy which 
can easily be understood by others with­
out extensive interpretation. In some 
cases, the information will be reviewed 
by persons who are removed from the re­
corded information in dimensions of both 
time and space. The-refore, there must 
be a great dea 1 of cons i stency in the 
way that the information is recorded. 

The prov; ders of servi ce wi 11 be respon­
sible for the vast majority of the re­
cords tha t are kept. ,?cme persons who 
-'1ave considered this idea feel that 
'rehis allows persons to evaluate their 
own actions. Self-evaluations are 
not'generally noted for their accuracy 
or integrity. Though this is a point 
f&r legitimate concern, it is not be­
lieVed to be a crucial matter since the 
longitudinal history of the careers 
of i ndi I/'i dua 1 juveniles wi 11 introduce 
a perspective ordi narily 1 acki ng in 
self-evaluations. The likelihood of 
the same individual being able to fur­
nish all of the information used in a 
longitudinal evaluation is believed to 
be slight, significantly reducing the 
tendency to distortion. It does not 
seem appropriate to have a K;JSA employee 
responsible for initiating information. 

AREA BOARD RESPONSIBILITY 

The area board is the point to which 
all basic information is forwarded on 
a regular basis. All agencies,;nstitu­
tions, offices, and independent 'providers 
of servic~areto forward the informa-
ti on they g~ne ra teto the office of the 
area boa-rd. The interval suggested as 
the roi nimum for thi sis a week. An ~ver) 
more frequent forwarding interval would 
be better~ such as at the end of each 
working day. 

The area board staff will be responsible 
for making a preliminary summarization of 
this information as received. The area 
board staff will be responsible for pro­
cess i ng a 11 i ncomi ng i nforma ti on to pro­
duce a complete picture of clients and 
activity. They will also quickly note 
the absence or omission of scheduled re­
ports. The preliminary summarization of 
incoming information can be compared with 
projections for the current operational 
period and note may be made of variances 
between actual and projected performance. 
It will be suggested that preliminary 
summarizations be made no less often 
than monthly, and that these summariza­
tions be duplicated for distribution 
to participating agencies as well as to 
members of the area board. 

A quarterly summarization of th~ informa­
tion being generated within the area will 
serve as the major tool for the evalua­
tion programs. The quarterly summariza­
tion wi 11 include a summary of client 
characteristics for the quarter, giving 
the characteristics on every individual 
who has been involved during the period. 
It will be useful to compare thi s i nforma­
tion with previously recorded information. 

Quarterly summarizations will also include 
information regarding provider.s of service. 
The number of providers in the various 
classifications, their current work loads, 
the movement of recipients in and out of 
accounting categories (client accounting) 
and other information regarding provi'd~rs 
will be'made a part of this quarterly sum­
marization. Client accounting is appro·~ 
priate here, as is information regarding 
the duration and i.ntens;ty of various ser­
vices. Fi na ny, the quarterly summar; za­
tion will include information on statutor­
ily or contractually responsipleagencies. 
This inform.ation will attempt to .indicate 
how these agencies have performed their 
required or contracted role with appropriate 
historical comparisons. 

More intensive evaluations will beorigi­
n~ted '!or\)roviders,;, programs,. and agen­
CTes. wllose~reco~J1 of performance fa 11 s 
in ei ther t)le;<ifpper or lower quartil e 
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(25%): Th!s.evaluation has previouily 
been ldentlfled as the responsibility 
of the area director to either arrange 
or conduct personally. The reasoning 
behind this effort is that more should 
be known ~bout providers, programs, 
and agencleS who seem to have exception­
ally good or exceptionally poor records. 
As resources allow, persons employed by 
the KJSA state unit will inVestigate 
these matters in greater deta 11, and 
competent independent evaluators will 
be used for the rest. 

DIRECT BENEFITS WITHIN THE AREA 

The area board will be the chief benefi­
ciary of this evaluation system. They 
will be enabled to make management de­
cisions regarding the improvement of 
their adaptation plan. Evaluations 
will help them determine who should do 
what, where, and when and under what 
circumstances. Management decisions 
may include making adjustments in 
all oca ti ons for vari ous ki nds of pro­
grams or agencies. Resources are pre­
sumed t? be.l~ss than ~dequate, requiring 
a very lntell1gent cholce between available 
options. The area board can exercise a 
mana gement i nfl uence on the system wi th in 
their area by responding to changing con"" 
ditions and client characteristics. In 
some cases, changes may occur rather 
abruptly and without Warning. In other 
instances, the changes will simply be 
a matter of degree and occur within a 
period of many months or a few years. 
This evaluation system furnishes the 
area board with a comprehensive under­
s~an~ing o~ what is actually happening 
wlthln thelr area an understanding 
which forms the on1y rational basis for 
conducting business. 

However, agencies will also be benefited 
by the evaluation plan. They will be 
provided with definite knowledge re­
garding related services, client charac­
teristics, and problems that may affect 
their operations. This information wi1l 
be placed on a secure and definite con­
ceptual pase allowing the agency to 
p 1 ace_coD!i dence in the i nforma ti on re-

c?rded. They will also be provided 
w1th the evaluations of their own ef­
forts on a routine basis, in regard to 
matters that occur outside of their 
a rea of responsi bi 1 i ty or beyond the 
time during which they are responsible 
for an individual juvenile. This is 
espeCially important in understanding 
what happens to juveniles who have legal­
ly become adults after an agency has 
dealt with them. For example, the young 
men who are committed to the industrial 
reformatory at Hutchinson in the two 
or three year period after they have 
been served by a particular agency 
is not ordinarily known to the agency 
a t present. 

It is certain that many conscientious 
providers of service will also be ~ene­
fited by the knowledge contained in these 
evaluation reports. Those persons Who 
are conscientious about the performance 
of their duties want very much to know 
what eventually happens to those for 
which they have no further responsibility. 
Whether this information indicates good 
or bad results, the dedicated profeSSion­
al wants to know what it is. 

STATE LEVEL RESPONSIBILITY 

The KJSA, at the state level,is to be 
he 1 d res pons i b 1 e for pro\;H.Ii ng 1 eader­
ship in establishing and'~aintaining 
an eVa l!1ationsystem. The state board 
shoOld be held r~sponsible for acquiring 
the authorization to establish an evalua­
tion system and the resources necessary 
to operate it from the legislature and 
other relevant sources. The KJSA at the 
state level should al~o be held respon­
sible for developing the overall evalua­
tion plan - the factors, the forms, the 
measurement tools, and the (in~vitable) 
manual of instruction. 

The KJSA must also b.e given authority 
to enforce the a:uthori zation in order 
to insure that all deSignated activities 
~re actually the subject of periodic 
lnformati'on generation. The state unit 
must also be responsible for providing 
the training and other assistance which 

! 
t. 

I 
I 

I 
! 
I 
I 

1 

I 
r 
[ 
I 
I 

I 
I 
I 
I 
I 

I-

I' 

I 
! 

\ 

) 

I 

II 

" 
I 



i 
1 , 
~ , ' 

f " 
1 
{ 
! 
I 

~ •.. ,~ 
l. 1 . 

l
r.~ 

";" 
.... ;;.\ .. 

-':.-i> 

_._- ---.. ---~------

198 ORGANIZATION 

other agencies will need in order to make 
the evaluation system truly comprehensive. 

The state staff unit will be responsible 
for making periodic state-wide summariza­
tions. T~e primary summarization will be 
a quarterly document in whi ch the composite 
of the Pj."--~~ea board quarterly reports 
is contained. This quarterly summariza­
tion is designed to serve as the basic 
evaluation instrument, and should con-
tain notations of variances from pre­
viously established historical experience 
and advance projections for the period. 
of the ~eport. This information should 
be routinely produced sufficiently in 
advance of the meeting of the state board 
so that the members of that body may 
study it carefully prior to the state 
boa.rd meeting. The quarterly summary 
should also be distributed to all members 
of the l4-area boards and other selected 
agencies and indiv.iduals. 

Occasional summarizations of more narrow­
ly-defined factors should also be pro­
duced. This would include the manipu­
lation of recorded data on a regular 
basis to determine significant problems 
that may not be obvious in small areas 
or with small gro~ps. The data should 
be manipulated on a regression principle 
applied to cli8nt characteristics, pro­
gr9ms, or agencies. Similarly, periodic 
reports on program successes or failUres 
related tO,client characteristics, pro­
viders of service. and r~sponsible agen­
cies should be made. Further summari­
zations according to co~t considerations 
should also be made. Finally, summaries 
of the characteristics of providers -
their background, training, experience 
in the position and other factors of 
this nature should be summarized. 

The state level responsibil Hy should 
also inc]ude the capability of manipulat­
ing data on request from agencie£ or 
area boards. It is likely that agen~ 
cies· and area boards will have insights 
regarqing potenMally fruitful areas 
for exploration. They may want the 
past experience of the system to be 
an~lyzed~in ways not previously done. 

They may wish to have a small number of 
factors manipulated for predictive pur­
poses. The state unit staff should 
have sufficient capability for respond­
ing to such requests. 

Longitudinal studies are also noted 
as a responsibility of the state 
unit staff. Information on the sub~ 
sequent careers of those who have 
been in contact with the system must 
be kept if a correct and comprehen­
sive picture is to emerge. This is 
especially important when the sub­
sequent contatt is with some non­
juvenile authority or when it occurs 
in some other state, Information 
should be available on those who have 
moved to other states, and periodic 
updates should be undertaken by the 
state unit staff. longitudinal 
studies are, of course, also important 
within the state , Since many of those 
who originally made contact with the 
juvenile justice system in one local­
ity may make contact with the adult 
criminal justice system in some 
other locality. Longitudinal studies 
are, of course, also important from 
outside the state, since many of those 
who originally made contact with the 
juvenile justice system in Kansas may 
make contact with the juvenile and/or 
adult criminal justice system in some 
other state. Lon~itudinal studies 
might also lend themselves to manl­
pulation according to~ the client 
characteristics, programs, agencies, 
and areas of jUrisdiction. 

OTHER CQNSIDERATIONS 

The generation of information must be 
~ade manda-tory if an eva lnl,1ation program 
~s to have. anyc.hance of ·.Ji~c.cess. Statu­
tory agencles must be reqLe/red by state 
s~atute to generate infor(iation on those 
Wl th whom they are dea 1i ng. In view of 
currently experienced problems in getting 
statutory agencies to' report a pena.' ty 
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that has found to be extremely successful 
in Minnesot~ will be suggested. The 
salary check of the chief officer of a 
statutory agency required to report is, 
in Minnesota, held until the disbursing 
officer has been notified that the re­
quired report has been received by the 
relevant authority. This policy brought 
about an instuntaneous change in report­
ing practices as soon as it was institu­
ted. An adaptation of this in the con­
tractual field is to require the re­
cepit of reports before any further 
payment is made under ~he contract. In­
stitution of these procedures would af­
fect all agencies contributing to the 
system except private agencies donating 
services. 

The question of accuracy and promptness 
in records must also apparently be faced. 
Some of the agencies presently involved 
in the juveni1e justice system in the 
state are not known for the accuracy and 

the promptness of their reporting. 

The goal of this evaluation system is to 
reduce the number of unknown factors to 
an absolute minimum. This demands re­
cords of a much greater detail and ex­
tensiveness than currently practiced 
by most agencies, and will be, admitted­
ly, an extra burden for them. However, 
both these agencies and the system as 
a whole will benefit from this addition­
al effort. 

Hopefully, the operation of an extensive 
evaluation system will eventually reveal 
principles on which the evaluation criteria 
can be simplified and refined. Statisti­
cal regression principles may allow the 
simp 1 ifi cati on of trle factors used in 
the evaluation system after consi~erable 
experience has been gained from an ex­
tensive record-keeping system. 

SECTIO~ 5: PERFORMANCE CONTRACTING 

Performance cmitrac ti n9 is a very unfami­
liar concept within the human service 
field generally. It is much more fami­
liar within the private profit-making 
field. H'owever, it is currently being 
discussed as a possibility for some 
types of activities within the human 
services field. Accordingly, it will 
be given some attention in this section. 

The basic concept of performancecontrac­
ti ng i sto focusattenti 011 on the re­
sults achieved by a patticu1ar service. 
As we have previously noted, most human 
services are Dprocessoriented" rather, 
than being "result oriented. II Typically, 
no provision is made for determining 
whether a given process works at a par­
ticular location at a specific point 
in time" when operated by certain in­
dividuals. Most human services do not 
include any authot'izat'jon for even a 
rudini~ntary evaluation' of results. This 
is true. even when there are predictions 
by the providers of service that they 
will be':abJe to achi eve very fine resu1ts. 

On the other hand, results are usually 
the foremost consideration in the minds 
of the public and those concerned about 
the welfare of juveniles. It is believed 
to be absolutely necessary to be able, 
to make simple, declarative statements 
about the beneficial results which actual­
ly occurred as the result of providing 
a service, and to back up the simple 
declarative statemei1ts with facts. 

Statutory provisions for human services 
are usually sjlent about the results to 
be achieved through the activities they 
authQrize, or mention results in simplis­
tic language not very well understood 
by anyone.' , Project applications for 
new activities usually indicate, in 
great detail, the process Which wi1l'be. 
used, but rarely mentipn definite and 
quantified results expectedJrom this 
service and how these resul ts will compare 
with results obtained elsewherE). Most 
project appl i cat'j ons say that an eva 1 ua­
tion will be conducted even though the 
appljcation includes no specific provis­
ioni~for this purpose. 

l 

1 
I 
I 
I 
I 
1 
1. 
1 

\ 

" 

I 
~. 

r 



t 
L 

~', ' 

'.' ' 

200 ORGANIZATION 

Performance contracting turns this empha­
si s around. It views ,a ptocess as a way 
to achieve a desired effect - not an end 

. in i tse 1f. It es tab 1 i sHes cri teri a for 
the objective measurement of results 
that can be used to make definite de­
cisions regarding effectiveness. Speci­
fic authorization of funds or personnel 
to enable a definite evaluation of re­
sults are necessary in performance con­
tracting. This is a factor generally 
absent from "process oriented" applica­
tions or designs. In addition, the cost 
of achieving a particular result for a 
particular kinds of individua~ is esti­
mated and clearly stated. The concept 
of performance contracting is simply 
that an agency or private practitioner 
will get paid for results actually ac­
hieved rather than being given a blanket 
authorization to spend a particular amount 
of money - irrespective of results achiev­
ed - which is the ordinary practice in 
the human services field. 

PRAcnCAL POSSIBILITIES 

A sound and comprehensive evaluation plan­
such as IIl evel ? 1I in Section 2 - can 
provide the basts for performance contrac­
ting of a large number of services with­
in this system. In many cas~s, a speci­
fic imp rovement in characteristics, con­
ditions, or situations may serve as the 
basis for contracting. In some other 
cases, the provision of a "unit of ser­
vice u may have to serve as the contract 
basis. Ina few cases, simply assuring 
that a service or facility is available 
for use when and if needed have to be 
the basis for a contract. 

A significant percentage of the services 
described within this system lend them~ 
se1ves to the performance contracting 
approach. The goal .. toward which efforts 
are dlrected should be to identify the 
kinds of s.pecific improvements andchar~ 
acteristics,conditions, or situations 
Which can serve as the basis for a con­
tract. In some areas of interest .. , this 
is already a practical goal-For ex..:. 
'ample~ if one of the goals chosen is to 
be able to graduate a former dropout 

from high school, it is possible to 
develop a contract with this specifi­
cation to which a cost can be attached 
for a particular individual. Likewise, 
a GED certification for a different in­
dividual can similarly be estimated on 
an individual basis. Comprehensive 
testing and development of a social 
history including a standardized amount 
of information is easily subject to the 
contracting approach. Provision of pro­
bation services, when defined in terms 
of the amount of supervision expected, 
are also easily placed within this 
framework. 

Experimental or innovative programs can 
be placed on a "unit of service" con~ 
tractual basis until such time as suf­
ficient experience is gained to allow 
judgement regarding the usefulhess of 
the service. The objective toward 
which efforts should be directed is to 
determine the most productive circum­
stances for the unit of service. The 
unit of service prinCiple sharply con­
trasts with the ordinary method of bud­
geting personnel and finances. 

Statutory offices, public agencies, and 
selected other services should have their 
eXl s tence ass ur'ed apa rt from s peci fi c 
objectives or units of service. The 
overall design for sl:lchoffices, agen­
cies, and services should be related to 
historical experience of need and pro­
jections for the future. In other wo"rds, 
these offices, agencies, and services 
should not simply be created without re­
ference to whether there has been suffi­
cient need for them in the past, or 
whether there are any predictions for 
thei r need in the futur.e. However, even 
with these agencies it is possible to use 
a performance contracting approach through 
providing a basic support that will assure 
their existence and then reimbursing 
these agenCies for actual expenses ~bove 
this minimum leVel on an actual tost 
basis. Discussions regarding detention 
facilities serving multi-county areas in 
the state have generally seemed to favor 
this approach. 
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ADVANTAGES OF PERFORMANCE'CONTRACTING 

The principal advantage of performance 
contracting is that it allows the exer­
cise of management control. It allows 
budgeting through contracts according 
to units of sel"'vice required by current 
conditions. In other words, it promotes 
flexibility and a specific adaptation 
to current experience. It is common 
to find some agenci es greatly overloaded 
while others are operating we11 below 
their optimum level. The performance 
contracting approach avoids commitments 
in excess of need. It allows responsi­
ble rather than capricious exercise of 
authority in making changes and adjust­
ments. The area boards and the state 
board are those who would be responsible 
for this exercise of authority. Finally, 
performance contracting introduces accoun­
tability into the juvenile justice field. 

There are various channels of thinking 
in this general area. One presently 
under discussion and being subjected 
to further exploration is found in Los 
Angeles, California. The probation 
and parfule department for that county 
has addressed itself to developing a 
"financial responsibilityJl program for 
probation and parole services. Parents 
or other responsible persons are to be 
charged for the cost of probation and 
parole services ordered for their thild­
ren •. It is not known whether they 
will be able to develop a practical 
plan (or whether the plan will be adop­
ted). However, this does i11ustrate 
that new and unusual channels of thought 
with relevance to a juvenile justice sys­
tem are developing. 

SECTION 6: UNRESOLVED ISSUES 

Perhaps the most basic problem regarding 
evaluation arises from the fact that eval­
uation requires the attachment of a value 
judgement to a fact, a set of facts, or 
a subjective im~ression. Since evalua­
tion must have a longitudinal basis, a 
written record of the value judgement 
is necessary. It is noted that th,ere 
is no tradition of keeping extensive 
records in the juvenile justice field. 
Records on juveniles appearing before 
theJcourt are regularly purged in most 
counties and are often not made avail­
able eVen to other agenCies with a legi­
timate interest"; n the juvenile. 

The juvenile justice system aAneral1y 
operates behind a veil bf public secrecy. 
The veil of secrecy originates in both 
a specific philoso~hY and a tradition 6f 
long standing in this state - and in 
most other states. therefore, the needs 
of a comprehensive evaluation system 
go against the grain of both philosophy 
and tradition. In addition to this, 
there is no consisteht carryover of in­
terestaboutwhat happens to delinquents 
when tb.eY':become aduT ts. Though occas i on-

al information of this nature reaches 
the attention of "those who were concerned 
with the individual when he or she was a 
juvenile, there is no dependable channel 
of such information for purposes of 
evaluation. 

Eva 1 uation requi res the storage and 
sybsequent retrieval of information. 
When this requirement has been met, 
hazards of unauthorized access or ac~ 
quisition of this information must be 
recogniZed. If the general intention 
stated in our juvenile code is to be 
preserved, then any information stored 
and subsequently retrieved must be ade~ 
quately safeguarded. This is not likely 
to be accomplishea easily. 

Hazards of poor interpretations and un­
warranted conclusions shOUld also be re­
cognized. ' The attachment of value judge­
ments to facts, sets of facts, or im';; 
pressions isa hazardous undertaking that 
can ~asily be counterproductive when 
sorne'other person at a later date'does 
not interpret these value judgements 
correctly and draws unwarr.anted conclu­
siems from them. 
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THE ISSUES 

ANONYMITY OF DELINQUENTS - The provisions 
, of our juvenile code require that no 

IIcr iminal record" be, developed as a 
result of delinquency or miscreancy. 
It is correctly and accurately be­
lieved that a criminal record would 
place the individual in a very difficult 
position. It also would not give suf­
ficient weight to the intention of the 
juvenile code that rehabilitative pro­
cedures be applied to all who are 
delinquent or miscreant. 

The assumption behind this is simply 
that juveniles are still amenable to 
constructive redirection of their 
habits and increasing control over their 
specific actions. The value of this 
philosophy seems to have been well es­
tablished in the past. 

Pub 1 i c anonym; ty of deli nquents is, 
in our state, a matter left to the dis­
cretion of the juvenile judge. Until 
very recent times, _almost all juveni le 

. judges have interpreted the code to 
mean that the names of juveniles should 
not be released publicly. Very signi­
ficant changes have occurred in this 
traditional practice within the past two 
years, even though the majority of 
delinquents and miscreants still are 
not identified publicly in Kansas. The 
anonymity principle regarding juveniles 
has been intrepreted by many judge~ 
and others to mean that no rea 1 records 
should be kept. Consequently, a number 
of police departments and courts either 
do not keep records or regularly purge 
their juvenile records. It is diffi­
cult to determine the statutory basis 
for this, but the practice does not 
seem to be questi oned where it exists. 
It is probab ly too early to evaluate 
the effect of the changing practices 
of sever-al Kansas courts in regard to 
releasi~g names of juveniles to the 
public media. In most cases, only the 
names of those who have-been found 
guilty of certain kinds of offenses are 
publi~ly identified. 

Consideration of the subject of anonymity 
must include the understanding that re­
cords can be safeguarded, and their inter­
preatation subjected to controls which 
would prevent abuse. Records can be 
kept and used by those who have a ne.ed 
to know various facts without any· 
suggestion of public identification as 
a delinquent or miscreant. In fact, 
perhaps half of the communities in Kansas 
e~change information from one agency to 
another in regard to delinquents with 
no known ill effects. A comprehensive 
evaluo.tion system implies nothing more 
hazardous than this. Though an evalua­
tion system will surely contain informa­
tion which could be used improperly 
and which could damage the intent of the 
juvenile code, such information usually 
can be found in the files of various 
community agencies now - and is not now 
being misused or creating this effect. 

Finally, the question of anonymity of 
juveniles is not always discussed on a 
sensible basis. Anonymity is not auto­
mati~ally an advantage to the juvenile 
or to society. As many judges have re­
cently concluded.) society may have.a 
right to know the names of juveniles 
who are dealing in drugs, and that 
juvenile may have forfeited his right 
to anonymity through that or some other 
ki hd of activi ty. In· such cases, both 
the society and the juvenile may profit 
from public disclosure of his or her 
name. 

IDENTIFICATION OF PRE-DELINQUENTS - The 
identification of pre-delinquents is 
another matter entirely. Here, the ques­
tion is not one of public disclosure, 
but rather of identifying a person who 
may learn of the identification and be 
adversely viewed by others who become 
aware of this identification. It is 
necessary to identify specific individ­
uals for the operation of prevention 
programs. Some identification has to 
be made of particular individuals before 
they can be enrolled in prevention programs, 
Even though the number of persons who might 
be aware of this identification is small, 
it remains an important issue. Here, the 
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.. 
potential hazard is chiefly one of poor 
interpretation of meaning derived 
from the gross fact that an individual 
is enrolled in a prevention program. It 
is necessary to know who the individuals 
being considered for e-nrollment are 
in order to develop t~e program and re­
quests for resources necessary to oper­
ate it. Some programs may reach pub-
lic awareness as programs for pre-delin­
quents despi te efforts to di sgui se that 
identification or to focus identification 
on more basic issues. The hazards in 
this are great and potentially disastrous 
for some individuals. Sufficient safe­
guards must be developed to avoid the 
public identification of an individual 
in a program for pre-delinquents in 
order to protect the individual's basic 
right to privacy and unwarranted nega­
tive identification. 

LONGITUDINAL STUDIES - The issue under 
this heading revolves around following 
the career of an individual for a number 
of years into adult life for purposes 
of evaluation. At present, this is or­
dinarily not done by any agency with 
responsibilities in the juvenile fie1d. 
However, those responsible for activi­
ties in the adult field quite often 
do reseqrchinto the previous history 
of the individual - and usually are 
able to determine at least the basic 
features of the juvenile record. Here 
it is believed that no proper evalua­
tion of any delinquency prevention Qr 
control programs can be made unless the 
careers of those Who have been identi­
fied in this category are followed 
for several yea rs through and beyond 
the juvenile age. It i~ believed 
necessary to folloW the careers of 
those who are "successfully" rehabi 1 i­
tated or redir'ected as well as those 
who seem to indicate failure. Know­
ledge of apparent sucCesses is just 
as important.., possibly even more 
important - than knowledge of failures. 
Following the Cqreer of an indiVidual 
who was categorized as pre-delinquent or 
del i nqugnt may not be of any particular 
benefit to that individual. On the 
other hand,~ steps should be taken to 

insure it is of no disadvantage to the 
individual either. The primary benefit, 
however, is for the benefit of others 
who will follow in simi1ar programs, 
and for SOCiety in general. 

Even for delinquents in Whom society 
can claim a definite and genuine 
interest, periodic checking on their 
current situation and conditions can 
be burdensome. It will be even more 
burdensome for those. who were never more 
than ·pre-delinquents.· Even though no 
comprehensive evaluatioh system is 
possible without such information, re­
luctance and considerable caution are 
certainly appropriate regarding this 
matter. What is being recommended and 
suggested here is that juvenile authori­
ties begin to keep track of the subse­
quent careers of those for whom they 
have provided services for a number of 
years beyond the maximum juvenile age. 

EVALUATING PROVIDERS - The development 
of various standards of professionaliza­
tion is the only sound basis from which 
an evaluation of the effectiveness of 
providers can proceed. The previous 
characterization of "professionalism" 
and the position previously adopted in 
this p1anning effort should be referred 
to at this point (consult index). Pro­
fessionalism was baSically described 
as dependent upon the existenc~ of mini­
mum qua 1 i fication standards and subse­
quent minimum performance standards. 
There is only a very 1 im; ted di rectap­
plicability to evaluation of tasks 
assigned to para-professionals. 

Evaluation of providers should focus first 
on the r.esults wh'jch have been achieved 
through providing the service; a judge­
ment made by comp;~ri ng the 1 ong1 tudi na 1 
history of individual clients to original 
characteristics exhibited and the kind 
of service provided. It must also in­
clude attention to the norms established 
for the provision of the Service. 

If all persons with responsibilities in 
the juvenile justice field were to be 
evaluated, specia.] problems ~'tJould immed~ 
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iately be recognized in regard to sher­
iffs and judges who must run for office 
on their recOrd. Perhaps persons occupy-

' .. ing these positions should be exempted 
from evaluation within this system, 
since an evaluation is provided every 
two years in regard to tHei~ performance 
of duties through the electlve process. 
An evaluation of providers should be able 
to affect their employment, pay, and pro­
motion prospects - factors not applicable 
to the situation of sheriffs and judges. 
However, the majority of persons within 
the system do not fall into these cate­
gories, and should therefore be evaluated. 

As mentioned previously, this is an un­
familiar and uncomfortable subject for 
the vast majority of providers of ser­
vice. It will certainly be a controver­
sial subject since inadequacies of pre­
sent preventive and rehabilitative ef­
forts are typically blamed on poor paren­
tal guidance, deficiencies of human 
nature and intransigence or incompetence 
of other agencies. 

EVALUATING AGENCIES - All agencies oper- , 
ating within the system should be eva~ua­
ted on their ability to actually provlde 
a service on a previously agreed-upon 
schedule and within cost limits. Problems 
are expected from some agencies in re­
gard to evaluating their effec,~j~eness. 
Private agencies as well as P~DllC agen­
cies are likely to be less than enthus­
iastic about eff6rts to evaluate what 
they have accomplished. On th~ oth~r 
hand, programs will be alm~st lnvarlably 
carried out under the ausplces of some 
agenc ies • Agend es, 1 i ke i ndi vi dual 5', 
have varying capacities and competences. 
These variance~should be subjected to 
evaluative judg~iTv~nts in order that ap ... 
propriate assignments can bl; made and 
reasonable expectations can be met. 

INVESTMENT IN EVALUATION .. Further dis­
cussion of whether full-scale {100%) or 
random selection procedures in evalua~ion 
is necessary. The fu"ll-scale evaluatl0n 
is obv; ous ly the more preferable proce­
dure, but the projected number of in­
dividuals involved in the system allows 

a viable random selection methodology. 
In addition~ the frequency of updates on 
evaluation results is not specified, 
and would greatly affect the required 
investment. There will undoubtedly be 
some hardware requirements in the in­
formation and research department. The 
software requirements may be the same 
for full-scale as well as random selec­
tion procedures. A fur~her inve~tment 
in refining the evaluatl0n plan ltself 
is believed to be absolutely necessary 
in order to refine, simplify, and im­
prove the evaluation plan itself. 

A significant pOl"tion of the investment 
in evaluation will be "hidden" in the 
sense that a majority of the information 
that will be used will be generated 
by providers and agencies, and,summarized 
in the area KJSA office. These essen­
tial basic functions are not counted 
as part of the evaluation system since 
theY'are of pt'actical benefit to the 
operational necessities of the system. 
The investment that is to be taunted 
is th~t which requires additional man­
power and purchases above the area level. 

In Chapter 3, one of the "principal 
staff members II of the KJSA (l evel 2) 
was the person designated Pro ram Ac­
counta15ility Coordinator {PAC. (See 
page 103) The responsibilities of this 
position were described as overall super­
vision of the research and personnel 
departments, and direct a~counta~i~ity 
to the KJSA Director. ThlS speclflca­
tion places a Person of the highest 
subsid1ar-y rank in the KJSA adminis~ra­
tive staff in charge of the evaluatlon 
system, and the qua1'ifications for the 
pas i ti on.emphas i ze research. 

The research department is responsible 
for three kinds of inter-related act~- i\ 

vities: information system, evaluatlon,\' 
and planning. The department has a 
level 3 director whose ~ualifications 
are stated in terms of research capability. 

The evaluation function in the research 
department is \cd~pend'ent on the:inform~­
tion system production, andthe'planmng 
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function is dependent on the research re­
sul~s. It is, therefore, unWise to rigid­
ly separate costs for these functions, 
since all contribute to program accounta­
bility. However, some of the principles 
believed to be important to the evalua­
tion function will be brought forward 
here. 

"'.A minimal number (probably no more than 
6) of pel'sons wi 11 be employed to con­
duct evaluations of the upper and lower 
quartiles of performance .. Only one or 

. two would be level 4 personnel, and the 
remainder would be levels 5 and 6. The 
remainder' of the manpower' necessary to 
car~y out evaluation activities will 
consist of persons not re1ated to the 
system hired to perform spec;ific evalua­
tive tasks on a contractual basis. 
Such persons may be hired ona part-
ti me bas is not to 'exceed two yea rs , 
or for short, intensive (full-time) 
periods. Persons residing in or near the 
state are most appropriate for the former 
contracts, and p~rsons from some distance 
away are more appropriate for the latter 
contracts. 

Considerable emphasis is placed on insur­
ing that evaluators do not have any "stake"' 
in the outcome of the eValuations in 
which they are involved, or their role 

as an evaluator. An independent point 
of view is believed essential. To 
insure this, we further suggest that 
most part-time evaluation contracts be 
for a period of a year or less, and 
that there be a mandatory interval of 
a year before a new contract can be of­
fered to the same individual - to avoid 
the possibility of having the researcher 
conform his work to institutional expec­
tations in order to secure further work. 

The necessary continuity in the evalua­
tion system is adequately provided by 
the KJSA employees, and the necessary 
diversity of interests and skills is 
provided by the contracted evaluators. 
Skillful direction by the research 
department director can bring these 
interests together into a valuable eval­
uation product. 

The personnel costs for the evaluation 
function alone should be no lower than 
$250,000 per year. 

A FINAL NOTE - Preparations and authori­
zations for evaluation on this scale 
obviously demand that the results be 
used in planning .for the continuation or 
termination of programs, and allocations 
to areas andagenci es. 
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